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PREFACE

Preparation of this user's guide was sponsored by the US Army

Mobility Equipment Research and Development Command (MERADCOM) to provide

Project Managers (PM) with a general guide to project planning, scheduling

and control. This user's guide is designed to assist the PM in the use of

the PRIME/VISION automated project information management system.

The work on preparation of this user's guide was performed under

Contract No. DAAK70-81-D-0031, Task Order No. 0004. The contracting officer's
technical representative is Mr. K. Jerry Dean (DRDME-US). The principal

points of contact for this Task Order are Mr. Bill Andrews (DRDME-BS),

Mr. Bill Phillips (DRDME-BI) and Ms. Jean Hill (DRDME-BS).
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1.1 BACKGROUND

* 3Successful management of Automatic Data Processing Systems
(ADPS) acquisition projects requires careful planning, scheduling

and coordination of many complex interrelated activities. The US

Army Life Cycle Management System (LCMS) for the acquisition of ADPS

* is a multi-year, multi-phased cycle which includes approximately one

hundred activities and milestones. The activities within the life

cycle process have many subtle relationships and interrelationships

that a Project Manager (PM) must carefully consider if the project is to

* avoid schedule slips, tests deficiencies, cost overruns, and meet re-

quirements. When all of the life cycle activities are taken collec-

tively, project management becomes a time consuming and difficult

task. Existing policy guidance in the form of regulations, supplements

and technical bulletins is voluminous. The fact that this policy guid-

ance is at times, contradictory, vague and confusing only adds to the

difficulty of project management.

In order to reduce the complexity and time investment by PM's

in the acquisition cycle, the Command has developed a Life Cycle Manage-

ment Model (LCMM) which graphically displays, in PERT network form,

the interrelationship of all activities and milestones in the LCMS.

This LCMM has been automated on the VISION project information manage-

ment system (PIMS) and can be accessed by project managers for use as a

guide or template to the acquisition process.

Figure 1-1 visually depicts the LCMS as it has been automatedB

on the VISION Project Information Management System (PIMS). The LCMM

is tailored to meet the specific requirements of an individual project;

this forms the Individual P-oject Model. This individual model then

serves as the management roadmap uniquely suited to a project, and
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0 becomes a part of the Command's on-going Project Data Base. Through

the use of the VISiON system, reviewing, reporting, scheduling and

control of a project can be greatly facilitated. The VISiON system is

a powerful information management tool that enhances ma~nagement capabil-

* ities by the ease and speed with which project data can be assembled,

analyzed and presented. Automated project scheduling and network plot

and activity report generation (noted in Figure 1-1) are just a few of

the capabilities of the VISiON PIMS.

In summary, the LCMS at MERADCOM is the cornerstone on which

effective project management is built. The primary features of this

system are:

0 Life Cycle Management Model, which serve as a guide or
templates to developing an individual project model.

a The VISiON PIMS, which assists with project information
management by automating project scheduling, and net-

* work plot and report generation.

1.2 PURPOSE AND OBJECTIVES

* This handbook is designed to acquaint the PM with the Life

Cycle Management System at MERADCOM, and guide him through the critical

management processes associated with this system. The primary focus

will be on the presentation of management concepts, tools and skills

which will assist the PM in the planning, scheduling and control of his

project. The PM will become familiar with the sequence of actions

specific to the establishment and management of an individual project

model, and the use of the management tools and techniques that facil-

itate these actions. The topics and concepts are presented in such a

way as to be applicable to all projects and project phases.
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*1.3 ORGANIZATION OF THE HANDBOOK

The organization of this hand book basically reflects the

sequence of actions the PM would normally perform in the process of

* initiating and managing an ADPS acquisition project. Section 2 is

devoted to the "desk-top" planning and analysis of a project from its

initiation to on-going management. Section 3 provides introductory

information on the VISION PIMS, its features, organization and struc-

* ture. Section 4 sequentially presents the "how-to" skills required

to operate the VISION PIMS. Supplemental information is provided in

the appendices that accompany this handbook. These appendices provide

definitions, references, and further information on specific topics.

The handbook is designed to be used in two ways. For the

PM who is initiating a project under MERADCOM's LCMS for the first

time, the handbook should be followed step-by-step in the order in which

the material is presented. This ensures that all relevant topics will

be covered in their proper order and as they will generally arise dur-

ing the course of most projects. As the PM works through Section 2,

specific references will direct him to Section 4 where he may begin

using the VISION system. However, it is strongly recommended that the

material presented in Section 3 be read before an attempt is made to

use the VISION system. The second way this handbook may be used is as

a reference document. PM's already familiar with MERADCOM's LCMS,

or those involved only with line management, may wish to use the

handbook to review only those sections or appendices required to meet

a specific need. For example, a PM may not recall the exact steps

required to modify the duration of an activity. In this case he would

proceed directly to Section 4.5.
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SECTION 2
PROJECT PLANNING AND MANAGEMENT

2.1 GENERAL

The purpose of this section is to present and illustrate the

concepts and actions involved in the planning and management of an

ADP acquisition project. These concepts and actions are summarized

at Figure 2-1. Emphasis will be placed on the use of management tools

and techniques used to plan, schedule and control an individual project.

The practical examples used in this section are designed to illustrate

typical actions the PM will complete during the management of an ADP

project. The actions presented are, with some variation, equally

CP applicable to all projects.

The basic goal of an ADP acquisition project is to develop

and acquire ADP systems while incurring the least expenditure of

resources. This is a goal. Intervening factors and circumstances will

often compromise this goal, but it serves as a guideline around which

decisions can be made about a project. To approach this goal, the PM

will need a plan or strategy that is unique to his own project require-

ments. This strategy will clearly show all of the activities, events

and milestones required to complete a project or project phase. It

will further show the interrelationship of these elements, the overall

project schedule and will serve as a guide or roadmap for completion

of the project as a whole. The formulation of this acquisition strategy

is essential to successful project management.

The balance of this section will be devoted to presenting

the necessary actions required to develop and implement an acquisition

strategy. It is a manageable task when a logical step-by-step approach

and the appropriate elements of MERADCOM's Life Cycle Management System

are used. There is no set formula for project planning because every

project is unique. However, by considering each of the topics presented,
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1. Organize, Gather Information,

INITIAL PLANNING Review Guidance

2. Determine Required Phases

( 3. Obtain and Schedule LCMM

NEAR-TERM PLANNING 4. Generate LCMM Activity Repor
and Network Plot

5. Review and Tailor LCMM
• Activities

LOGIC CHECKING { 6. Check Network Logic

7. Schedule Project

* SCHEDULING THE 8. Review Network Logic

NETWORK 9. Generate Project Activity
Report and Network Plot

10. Fine-Tune the Schedule

11. Status the Project

ON-GOING PROJECT 12. Evaluate and Retailor as
MANAGEMENT Necessary

13. Generate Project Information
Reports

Figure 2-1. Project Management Concepts and Actions
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* the PM will have the opportunity to analyze his or her own project in

detail. As a result, valuable experience with the concepts and techni-

ques of project management and the use of available project management

tools will be gained. This experience can then be applied to the suc-

cessful management of any ADP acquicition project.

The step-by-step approach to develop and implement an acquisi-

tion strategy is organized sequentially under the following topics:

2.2 Initial Planning

2.3 Near Term Planning

2.4 Logic Checking

o2.5 Scheduling the Network

2.6 On-Going Project Management

2.2 INITIAL PLANNING

At the start of any project there will e uncertainties in

the PM's mind as he focuses on the question: Where do I start? There

is a Life Cycle Management Model, guidance, regulations, technical

bulletins, computer support, etc., all designed to make the job of pro-

ject management an easier one. But these elements will require organi-

zation and synthesis to be effective as project management aids.

Essentially, the PM must now begin the task of organizing the various

project m~anagement tools, gathering together important project initia-

tion information and reviewing all relevant guidance.

Example:

ORGANIZE - GATHER INFORMATION - REVIEW GUIDANCE

In Division A, a PM has been assiqned to acquire
a number of CRT's and a PASCAL compiler, based on an
established need in this area. As a first step, he

2-3



* notes all relevant guidance he has received from his
division chief regarding the acquisition, including
projected schedules, budget, equipment specifications,
etc. He obtains a copy of AR 18-1 and begins to com-
pile the technical bulletins. He also obtains a copy
of Manageiment of Army Automation Systems Study - Task 2

* and 3_17 With these in hand, he now has a solid, well
organized information base with which to begin the task
of project management.

Because no project manager is expected to prepare a detailed

acquisition strategy for several years in advance, it is an accepted

practice to prepare a detailed, near-term plan and a more general long-

term plan as a part of the overall acquisition strategy. For this

reason, the PM should tailor the LCMM for near-term project require-

* ments and use the LCMM activities as presented for the more general

long-term plan. Details can then be incorporated into the individual

project model as goals and requirements become clear.

Near-term planning requirements will vary dependent upon the

nature of the LCMM used to establish the individual project and the

specific requirements of the project. Depicted in a simplified form in

Figure 2-2, is the basic route the acquisition of an ADPS can take.

The activities, events and interrelationships of this route form the

basis of the Life Cycle Manage Model (LCMM).? ' The LCMM, however, actually

consists of five separate r.ocdels, each representing a phase in the ADPS

life cycle process. Taken collectively, the five phases are composed

of approximately 100 activities spanning over 3 years.

DETERMINE REQUIRED PHASES

Before near-term planning can begin, the PM should consider

the appropriateness of each phase to his project as a whole. Because

Science Applications, Inc.; December 1982.

For further information on the LCMM, see Appendix C.
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* many ADPS's have been developed and are available commercially, an ac-

quisition may not require Phases 1, 11 or portions thereof. This situ-

ation arises particularly in an "off-the shelf" type acquisition. It is

suggested that the PM contact the Manaqement Information System Direc-

torate (MISD) and obtain a network plot and activity report covering

all five Phases. Using this as a guide, the PM can then review and
determine the appropriate phases for the project.

Once the project phases have been selected, the PM can turn

his attention to near-term planning of his project. Near-tem planning

should be specific and detailed for the current phase. Out-phases3'/

can be planned in more general terms, e.g., left in the original LCMM

form, unless requirements indicate otherwise. As the PM nears com-

pletion of a phase, he then will begin to make detailed plans for the

next phase. For increased accuracy of the project schedule, however,

it is recommended that the PM review all out-phases and make activity

deletions and adjust activity durations where appropriate.

In the "PASCAL" project, the PM reviews the
LCMM phases, and based on his guidance and judgement,
determines that the project should begin in Phase III,
System Development. He knows that CRT's and compilers
are currently available from various manufacturers, and
by including Phase III in his project he affords the
opportunity to test and evaluate the various systems
and ensure they will meet the mission need. He has also
decided to include activities, "EVALUATE HARDWARE SPECS,"
"EVALUATE SOFTWARE SPECS" and "EVALUATE OPERATIONAL SPECS"
from Phase II in order to screen the market and conserve
time by not pursuing inadequate systems.

He then makes the decision to near-term plan both
Phases III and IV. He is now prepared to take the first

3/ Out-phases are defined as those phases remaining to be completed
in a project, not including the current phase,
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* steps toward establishing his individual project model.
After reading Section 3 of this handbook, he will automate
his project on VISION and begin the task of near-term
planning of his project. This will essentially require
"tailoring" Phases III and IV to meet his project require-
ments.

The information and reference guides gathered together by the PM

will be useful for the tailoring process as well as the entire course of the

project management. It is particularly important to be as well prepared in

* this area as possible, since many project decisions will be influenced

by the quality and availability of reference material. With this in

mind, the PM can now focus on the initial establishment of an individ-

ual project on the VISiON PIMS and begin tailoring the project to

* suit the particular needs and requirements of the ADPS to be acquired.

2.3 NEAR-TERM PLANNING

* With key project information gathered, the PM can next begin

the near-term planning of his project. During this planning process,

there will be a great deal of information associated with the project

to be considered. Handling that information efficiently can enable

* project decisions to be made more efficiently. Automated project

information management (just one of the capabilities of VISiON) will

not replace the decision-making process, but can provide for greater

accuracy and less investment of time than when information is managed

* manually. Automated project information management enables the PM to

be more of a manager and decision maker, and less of a data processor.

Figure 2-3 illustrates some of the ways information can be managed

more efficiently on an automated system such as the VISION PIMS.

The PM is now ready to begin establishing his individual

project model on the VISiON system. To do this, the following actions

will need to be taken:

2-7
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0 OBTAIN AND SCHEDULE THE LCMM
GENERATE A LCMM DETAILED ACTIVITY REPORT

AND NETWORK PLOT

REVIEW AND TAILOR THE LCMM

NOTE: At this point, the PM should read Section 3 and should
review the organization of Section 4. Section 4 will be referenced
throughout the remainder of this section whenever VISION skills are
required. Also, it is assumed that each VISlON terminal will be
supplied with a VISION User's Guide. If one is not available, the

* PM should acquire a copy. Sub-sections 4.2, 4.3 and 4.4 are devoted
to the process of establishing a LCMM, scheduling the LCMM and
producing reports and networks on VISION. These sub-sections should
then be used to complete the first two actions noted above before pro-
ceeding in this section.

Through coordination with MISD, the appropriate phases can be

appended and established on VISiON to serve as the individual project

model. Once the LCMM has been scheduled and the network plot and detailed

activity report have been generated, the PM will have the information

necessary to review and tailor the LCMM to his specific project needs.

It should be kept in mind that the project network and detailed activity

report are tools that can be used in many ways in the scoping and manage-

ment process. The PM is not restricted to using these tools in the

manner discussed in this section, but will hopefully find many other

uses for them as he becomes more familiar with VISION project infor-

mation management.

Example:

In Division A the PM has gathered together all key
project information on the acquisition of the CRT's and
PASCAL compiler. He has obtained the Phase III and IV
LCMM, scheduled it, and generated a detailed activity
report and a network plot. He sets to the task of com-
paring his project requirements to the LCMM in order to
locate specific activities, events, dates, etc., that
may require changes, additions or deletions.

2-9
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* Before beginning to tailor the LCMM, the PM will need to be

able to reference and integrate all sources of project information.

As a primary guide the detailed activity report and network plot will

provide adequate information to view the LCMM in skeletal form. An

* example activity from a VISION produced detailed activity report, and

a representation of how the activity might appear on the network plot

is shown in Figure 2-4.

* The information in the activity report which is of primary

interest to the PM during his review and tailoring will be the Activity

I-J Nodes, Description, Original Duration, Code,i/and Total and Free

Float. Notice this information has been circled in the example. The

* I-J Nodes for the same activity on the network plot will appear in the

boxes (preceeding and following) the activity description which will

appear on the line between I-J Nodes. The duration and total float

respectively will follow the activity description and will be spearated

* from the activity description by commas. Using the I-J Nodes and

activity description, the PM can quickly cross-reference any activity

from the activity report to the network plot or vice versa.

* The detailed activity report will usually provide more infor-

mation than is needed to make tailoring decisions. However, in some

cases, additional information will be required. When this is the case

further information can be referenced in the TB 18-lXX series Technical

Bulletins and the "Management of Army Automation Systems Study - Task 2"

Report. In addition, the Task 2 Report identifies primary, supportive

and coordinating roles in the performance of each activity. Below is

a sample of activity information as it appears in the Task 2 Report:

4For a detailed explanation of activity codes, see Appendix E.

2-10
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* Table 4-3. System Development Activities

SYSTEM DEVELOPMENT PHASE .

a- n - D 0ao

* ACTIVITY NO. ACTIVITY

301 Input to AAPPES P C S C C

302 Update Management Plan P S S C C S
303 Solicit Development of Designs P C .S C S

S304 Refine Cost, Schedule and
Supportability Goals D

305 Award Contract for Development S C C C

304 Cost goals and schedules must be reviewed during each
phase. A corrective action plan must be submitted to
the Approval Authority whenever actual time or costs
between major milestones exceed planning estimates
by 15 percent or more. Reclassification must be re-

* quested if system cost projections exceed the class
criteria shown in AR 18-1, Chapter 4. TB 18-109,
Appendix C provides a guide for reviewing cost goals.

Figure 2-5. Task 2 Report Activity Information

• As the tailoring process proceeds, several considerations

must be kept in mind. These considerations are summarized as follows:

0 Remove activities not appropriate to the project.
C.

0 Combine, shorten and move activities as needed.

* Make necessary modifications to activities.

* Insert any additionally required activities.
(0

When all changes have been made, the LCMM should then be rescheduled

using the VISION system and checked for correctness of network logic.

The schedule should then be compared to any known, imposed project

21

2-12
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* deadlines, to identify a potential need for further modifications.

One way of keeping track of these project decisions and/or changes is

to make notes right on the LCMM network plot and activity report

(Example at TAB 1).

Example:

Back in the division, the PM is currently reviewing the
initial activities in Phase II of the LCMM. He has decided
to use the network plot to make notes and indicate any

* changes to the activities. These noted changes will also
be logged on the detailed activity report. In his first
pass through the network, he checks to see if all the LCMM
activities are appropriate to his project and notes sev-
eral changes he will need to make. First of all, he will
need to prepare and publish a Management Plan, so he changes

* the activity "UPDATE MANAGEMENT PLAN" 200200-300010 to re-
flect this and decides to add five working days to complete
the activity. Secondly, he determines that since he will
be evaluating developed systems, he changes "SOLICIT DEVEL-
OPMENT OF DESIGNS" 300010-300020 to "SOLICIT DESIGNS OF
DEVELOPED SYSTEMS." Because there will be no contract

* awarded to develop the system, he can delete "AWARD CON-
TRACT FOR DEVELOPMENT" 300020-300030. He had decided,
however, to add the Phase II activities here, so he leaves
the logic as it is for now.

In order to gain some time, the PM notes that a develop-
* ment test plan and test will not be necessary, and therefore

deletes the activities "PREPARE DEVELOPMENT TEST PLANS" 300030-
300040 and "CONDUCT DEVELOPMENT TESTS" 300040-300060. He will
shift this effort to operational testing, therefore, he shortens
the activity duration of "PREPARE OPERATION TEST PLANS" 300030-
300050 to 25 working days.

Next, based on his previous analysis, he has decided
to include the activities, "EVALUATE HARDWARE SPECS,"
"EVALUATE SOFTWARE SPECS" and "EVALUATE OPERATIONAL SPECS"
in his project. He notes that one of these activities can
be placed in the location previously occupied by "AWARD
CONTRACT FOR DEVELOPMENT." He then adds the other two
activities, and modifies all of their durations to 30
working days. In order to maintain network logic he adds
two "DUMMY" activities. He continues this process until
he has completed tailoring of both Phases III and IV. In
order to organize these changes for input into the VISION

S system, the PM summiarizes the changes as follows:

2-13
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0 Add "EVALUATE OPERATIONAL SPECS" 300020-300024,
* Duration = 30 Days, Code = ASDOESSP TBOO

* Add "EVALUATION SOFTWARE SPECS" 300020-300022,
Duration = 30 Days, Code = ASDOESSPATB03

* Add "DUMMY" 300024-300030, Duration = 0 Days,
* ode = O DUMM

0 Add "DUMMY" 300022-300030, Duration = 0 Days,
Code = 0000DUMM

* Delete "PREPARE DEV TEST PLANS" 300030-300040

0 Delete "CONDUCT DEVELOPMENT TESTS" 300040-300060

* Modify "PREPARE OPER TEST PLAN," Duration to 25

o Modify "UPDATE MANAGEMENT PLAN" 2002000-300010,
to "PREPARE AND PUBLISH MANAGEMENT PLAN,"
Duration to 10 Days

* Modify "SOLICIT DEVELOPMENT OF DESIGNS" 300010-
300020, to "SOLICIT DESIGNS OF DEVELOPED SYSTEMS"

0 Modify "AWARD CONTRACT FOR DEVELOPMENT" 300020-
300030 to "EVALUATE HARDWARE SPECS" Duration =
30 Days, Code = ASDb0/SSP0TB10

NOTE: The "I" represents a blank space.

Each time a change is made that can potentially affect the pro-

ject schedule, i.e., moving, deleting or adding an activity, the project

should be rescheduled as described in Section 4.3. Scheduling provides

the PM with: (1) a double check of the network logic which is automati-

cally performed by the VISION system, and (2) the latest, up-to-date ver-

sion of his project for reporting or review. The changes made in the

example are representative of the process by which a PM analyzes project
requirements and makes appropriate changes. A project is not bound to

the Life Cycle Management Model. All changes should be considered care-

fully and/or duscussed with the appropriate responsible Laboratory,

Office or Directorate. There are many opportunities within the LCMM for

the PM to shorten the actuisition process and tailor the various network

activities to streamline his project. The PM should now refer to Section

4.5 for instructions on the use of VISION to make modifications.
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*2.4 LOGIC CHECKING

The term, logic checking, may mean many things to many people

dependent on the setting in which it is used. However, in PERT net-

* working, logic, and logic checking have very specific meanings. PERT

networks are built with the assumption that a number of activities

are planned to occur in a specific sequence, with specific interrela-

tionships. This is the logic of the network. For instance, consider

* the statement: Activity A must preceed Activity B which must preceed

Activity C. The logic of this statement would be graphically repre-

sented in PERT network form as follows:

Of course, large projects will be much more complex than this example,

which is why logic checking is so critical. Essentially, the purpose

* of logic checking is to ensur,-e that the interrelationships of activities

on a PERT network are true representations of the PM's intent for his

project network.

Some basic rules apply for checking the logic of a network

after changes have been made:

LOGIC CHECKING RULES:

0 Reconnect the network after either of the following
have occurred: Activity moved or Activity deleted.

* Only one activity can occur on the line between
two events.

0 Activities with no predecessors and/or successors
always indicate a break in the network logic.
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* In many cases, these rules can be applied as the tailoring

process is performed, just as the PM applied them in the "PASCAL

SYSTEM" example. Re-establishing network logic is a matter of planning

and organizing the necessary changes, making those changes, and observ-

* ing the rules of network logic in doing so. A review of some of the

changes made in the example project (see TAB 1) will demonstrate this

process. The network contains two deleted activities, related to

Development Testing. Notice that when the two activities were deleted, no

* activities were left without a predecessor or successor, no more than

one activity occupied a line, and no breaks in the network logic oc-

curred. Therefore, no adjustments to network logic are required. If

only one of the activities had been deleted, the network would need

* to have been reconnected. For example, if only the activity "CONDUCT

DEVELOPMENT TESTS" (300040-300060) had been deleted, the network would

appear as below:

PREPARE DEV TEST 303 NETWORK LOGIC BROKEN 30006 0
PLANSVALUATE

* SYSTEM

In this case, the network can be reconnected by changing the predessor

activity (PREPARE DEV TEST PLANS) I-J Node to 300020-300060.

LOGI 3000 PREPARE DEV TEST
*LOGIC3000 .LN

RE-ESTABLISHED - 30 0 PLANS

* Occasionally two activities may need to be conducted in parallel. This

can occur when an activity is deleted (see below).

Delete

ACTIVITY B
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* Or it can occur- when an activity is ddded (see below).

ACTIVITYA---

Both of these situations result in a logically incorrect network, since

only one activity can occupy the line between two events. To re-

establish the logic, a "DUMMY" activity should be inserted as shown

below:

DUMMY activities are used primarily as logic constraints

when two or more activities are conducted concurrently and have the

same predecessor and successor activities. They should be described

on the network as "DUMMY" and will always have a duration of 0 (zero)

working days. The insertion of a dummy activity will also require the

insertion of an event, as shown above, following "Activity B." Two

dummy activities and events were added in the example project to

maintain network logic.

Many of the changes made to a network will not be difficult

to assess for correctness of logic, if the three basic logic checking

rules are kept in mind. However, many times the PM may want to make

numerous changes, or make changes quickly. He can do so without fear

of totally destroying the network continuity because the VISiON system

automatically performs a double-check of network logic. Whenever

the VISiON system is commanded to schedule a project, a schedule report

is available from the system. This report is a printout of an analysis

of the network logic. It will contain a listing of the following items:
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0 Activities with no predecessors.

0 Activities with no successors.

0 Special activities (i.e., milestones and hammocks).

* Activities which form a repetative loop.

By requesting and reviewing the VISiON-produced schedule

report, the PM can quickly see if there are breaks, errors, or loops

* in his project network. The information can then guide him to the

source of the error and corrections can be made. For an example of a

schedule report, see TAB 2.

0 *NOTE* Intact logic within a network is essential. No schedule
will be accurate if breaks or loops exist in the network.
Always ensure that network logic is correct before finaliz-
ing or reporting on any version of the network. Always
request and review the schedule report when logic changes
have been made.

2.5 SCHEDULING THE NETWORK

Scheduling a project network is basically a process of apply-

ing dates to the start and completion of activities within the network.

These dates may be based on a project start date and the respective

duration of each activity, gr. they may be based on an imposed comple-

tion date. Ideally, a project schedule would be calculated by con-

sidering the duration of each activity, the number of working days in

each week and then arriving at a start and completion date for each

activity. The scheduled project finish date would then simply be the

date the last activity was completed. In real applications this ap-

proach is not always possible, though it does present a guide for the
PM. Often the case will be that an imposed finish date will in some

way force the ideal schedule to "tighten up." Or, schedule gains

or slippages will cause re-evaluation and re-calculation of the pro-

ject schedule. Establishing a project schedule that is aimed at

deadlines and is responsive to change will involve the following actions:
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SCHEDULE THE PROJECT

REVIEW NETWORK LOGIC

GENERATE A PROJECT ACTIVITY REPORT
AND NETWORK PLOT

* FINE-TUNE TH.E SCHEDULE

When dealing with large numbers of activities, project

scheduling is an unwieldy task. Employing automation will not assure

that projects will meet their deadlines, but will greatly simplify

the task of scheduling and re-scheduling a project. Though the deci-

sion making processes will always reside with the PM and some schedule

manipulation will be required by him, the job of processing numerous

* schedule dates can be left to the VISION PIMS.

To work with a project schedule, some commonly used terms,

rules and concepts must be understood and appl'ied as needed. Table 2-1

summrarizes these terms as they will be used in this context. Because

scheduling will be performed by the VISION system, the rules and con-

cepts particular to that system will be used. Observing these rules

and concepts will ensure that scheduling is done consistently and with

minimal confusion.

SCHEDULE RULES

* A successor activity cannot be scheduled to start
before the completion of all predecessor activities.

* Activities always start at the beginning of a work
day.

* Activities always end at the end of a work day.

* Dummy activities always start and finish at the
beginning of a work day and do not affect the schedule.

* Milestones always start and finish at the end of
a work day which immediately preceeds the milestone
date and do not affect the schedule.
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Table 2-1. Schedule Terms

DURATION: The time in work days required to complete an
act ivi ty.

EARLY START (ES): The earliest possible date an activity can begin,
based on calculations made from the schedule date
of the project and the durations of predecessor

* activities in the network.

EARLY FINISH (EF): The earliest possible date an activity can be
completed. It is computed from the activity's
early start date plus the remaining duration of
work days applied to the assigned calendar.

*LATE START (LS): The latest possible date an activity can begin to
assure completion of the project on the specified
finish date. This date is based on calculations
from project finish and durations of all successor
activities.

*CRITICAL PATH: The longest sequential path of activities in the
network that determines the minimum project dura-
tion. Total float along this path'usually equals
zero.

TOTAL FLOAT: The amount of time an activity can slip without
delaying the overall project completion. It is
calculated as late start minus early start.

FREE FLOAT: The amount of time an activity can slip before
it affects the dates of any of its successors.
It is computed from the activity's early finish
date and the earliest early start date of its
successor activities.

CONSTRAINT: An imposed or actual start or finish date applied
to a particular activity. A constraint will be
one of the following types:

0 SNE - Start No Earlier Than

* FNE - Finish No Earlier Than

0 SON - Start On

0 ACS - Actual Start

* SNL - Start No Later Than

* FNL - Finish No Later Than

e ACF - Actual Finish
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The following diagram illustrates schedule rules:

STARTS AND ENDS AT THE EN~D
OF THURSDAY

* ,STARTS AND E1NDS AT THE
BEGINNING OF WEDNESDAY

On Monday, Activity A and B are started. Because they are both prede-

cessors to Activity C, both must be completed before Activity C can

start. Activity A starts on Monday and finishes at the end of the day

* on Thursday, four working days later. Activity B also starts on Monday

but finishes two full working days later, at the end of the day on

Tuesday. The dunmmy activity starts following completion of Activity B

on Wednesday morning, but is also completed Wednesday morning, therefore

* consuming no time. Because both Activities A and B must be completed

before Activity C can start, Activity C starts the day following com-

pletion of the longest activity, Activity A. The milestone starts the

end of the day on which Activity A is completed, Thursday, and also

* ends on Thursday and therefore consumes no time. However, Activity C

does not start until the beginning of the following working day, Friday.

Observing these rules, the VISiON system calculates a project

* schedule by making two calculating "passes" through the network. During

the first pass the system examines the network from start to finish,

calculating "on-schedule" activity start and finish dates. These on-

schedule dates are called the early start and early finish dates of

each activity. The second pass is a backward pass through the network.
This pass calculates the latest dates on which activities can start

and finish without delaying the overall project, the late start and

late finish date, and calculates the total float and free float.

2-21

- - - - -



* Throughout most of the network, there will be some latitude

or float regarding when most activities can start or finish without

affecting the overall project schedule. Because there is some flexi-

bility, these activities are not critical to the schedule. Other

* activities, however, if delayed can delay an entire project. These

are generally activities which take more time than others. When these

longest activities are traced through the network, they collectively

identify the critical path. There is no float, therefore no flexibil-

* ity along this path. A delay in any critical path activity will create

a one-for-one delay in the overall schedule.

In the diagram above, the critical path has been identified

by a dashed line. Notice that the number of activities does not de-

termine the critical path, only the activity(ies) duration(s). Activity

A, B and C must be completed before Activity D or E can be started.

Because to complete both B and C sequentially will take longer than to

complete Activity A, these two activities are part of the critical path.

Activity A is 5 days shorter in duration than B and C together and,

therefore, A can start or be finished up to 5 days late without caus-

ing a schedule slip. Activity A therefore has 5 days of float. A

delay in Activity B or C however, will cause a schedule slip. Activity

D is longer in duration than the combined durations of E and F. There-

fore, 0 is also on the critical path and has no float as indicated

by the 0 (zero) following the activity duration (20). Activity E and

F have a total float of 6 days before a schedule slip will be incurred.

It is important to note that the 6 days of float applies to both
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* activities and does not mean there are 6 days of float for each activity.

In other words, if all 6 days were used in one activity (as would be the

case if, for instance, Acti%. ty E were started 6 days late) then there

is no more available float for either activity. When it is the case

* that all float has been used, then essentially the result is the crea-

tion of a second critical path as shown below:

ACTIVTY 10 Days Duration (Act.D)

-~ ~ ~ - -- 6Dy Lt At

5 Days Luato (Act.E)

IACTIVITY E, ACTIVITY F, I 9 Days Duration (Act.F)

5, 0 177...... ,0 i-' 20 Days Duration

Any further delay in Activity D, E or F would now cause a schedule

slip in the entire balance of the project.

The critical path highlights those events, activities and

milestones most sensitive to schedule changes. Analysis of the critical

path can often predict potential trouble spots which could lead to

schedule slips. Early identification of these trouble spots may allow

the PM to provide quick and cost-effective solutions. Therefore,

* clear presentation of the critical path (such as the dashed line used

in VISiON) is an effective way for the PM, or any others involved

with his project, to focus on critical activities when reviewing the

project schedule.

The steps the PM should take to complete the scheduling

process are as follows:

0 Use the VISION system to make a preliminary scheduling

run with the tailored project model. (Section 4.3)

* Review the VISiON schedule report for logic errors.

0 Correct errors and reschedule if necessary.
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0 * Generate a project activity report and network plot
as described in Section 4.4.

With the initial scheduling process complete, the PM is now ready to
turn his attention to "fine-tuning" his project schedule.

Example:

The PM is satisfied with the changes he has made to
the "PASCAL" project model and, after scheduling tHi
project on VISION, he reviews the schedule report../ One
start activity, one end activity and one milestone are
reported. This indicates that the project network logic
is correct. To actually view the new network and obtain
a report of activiti Vs, the PM generates a network plot
and activity report.-' His next step is to fine-tune the
schedule, ensuring his project schedule is in concurrence
with any known deadlines. To do this he reviews the
project network, focusing on the critical path (dashed
line). To gain time along the network he can shorten the
durations of activities on the critical path, delete a
critical path activity (if it is found to be unnecessary),

* or he can move critical path activities so that they are
conducted concurrently or in parallel.

The fine-tuning of a schedule may be quite simple for
projects with distant suspense dates. However, it is good
practice to set a realistic schedule and stay with it.

* It will always be easier to finish a project ahead of
deadline than to try to recover from an overly lax schedule.
The PM should also keep in mind that both the scheduling
and fine-tuning process are project unique and are often
iterative in nature.

2.6 ON-GOING PROJECT MANAGEMENT

On-going project management begins when the project model has
been tailored, scheduled, fine-tuned and the PM receives approval of his
model. After the project begins, progress should be recorded in some manner,

5The schedule report for the PM's project is located at TAB 2.
6TAB 3 contains the network plot and activity report for this project.
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* changes may be required, schedules may advance or slip, reporting will

be required, etc. In other words, the project will be dynamic in nature,

and management requirements on the part of the PM will continue to

include planning, scheduling, control and reporting. Basically, the

* following actions will be required as a part of the on-going management

of a project:

STATUS THE PROJECT

* EVALUATE, RE-TAILOR AND RESCHEDULE
AS NECESSARY

GENERATE PROJECT INFORMATION REPORTS

* Statusing is a process of recording the actual start and

finish dates and/or activity progress in a project. It serves the pur-

pose of providing the PM with up-to-date information on the progress

of his project for review or reporting purposes. For his own manage-

* mernt purposes, the Pt.i may want to establish an individual procedure

and schedule for statusing his project. However, a project may require

statusing on a regular schedule to meet reporting requirements. With

proper inputting of dates, statusing can be performed automatically

* on the VISION system. For specific "how-to" information on statusing

a project using VISiON, go to Section 4.6.

Example:

* As the "PASCAL" project progresses, the PM would
like to record activity completions as they occur. This
will be his way of keeping tabs on the various activities
and enable him to cormmunicate or display project progress.
He plans to record these completion dates on the project
network and activity report, and will input all activity
progress to VISION on a monthly basis. The project began
on 17 Nov 82, and in December he compiles all of his notes
on activity progress, including constraints, as follows:

. "PREPARE AND PUBLISH MANAGEMENT PLAN" 200200-
300010 was actually started (ACS) on 17 Nov 82

C, and actually finished (ACF) on 25 Nov 82.
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* "SOLICIT DESIGNS OF DEVELOPED SYSTEMS" 300010-
300020 was actually started (ACS) on 30 Nov 82
and is 50 percent complete.

. "INPUT TO AAPPES" 200200-300090 was actually
started (ACS) on 17 Nov 82 and is 0 percent
complete.

Once statused, a project can then be reviewed and compared

to the originally planned schedule for gains or slippages; again

paying close attention to the critical path. Problem areas can be

identified and resolved through coordination, redistribution of

manpower, etc. If retailoring is necessary, this too can be performed

and the project can again be re-scheduled. The PM must analyze the

unique needs and requirements of his project on a continuing basis.

It is through this analysis that mid-course project corrections can

be made and the PM can maintain control of his project, and avoid

schedule slips.

For all of the project management activities discussed

above, the primary tools used to compile and review project infor-

mation are the network plot and the activity report. The usefulness

of these information aids as day-to-day project management tools has

already been discussed. Their use can be expanded to supply important

information for reporting purposes as well. Life cycle management

projects, like most large-scale projects, will require review and

approval by higher authorities. These authorities must rely on the

PM for accurate, readable project information re ports. Here again

the VISiON PIMS can aid the PM in sorting, analyzing and presenting

project information.

In addition to the standard network plot and activity report,

VISiON can produce reports and plots that group activities by depart-

ment function. It can group report information by activity name,

float, or start or finish date. Essentially, activity reporting
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TAB I

EXAMPLE VISION PRODUCED NETWORK PLOT

AND

ACTIVITY REPORT
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SECTION 3

* THE VISiON PROJECT INFORMATION MANAGEMENT SYSTEM (PIMS)

3.1 CONCEPT AND PHILOSOPHY

* Information management, that is, the ability to input, retrieve

change, rearrange, sort and compile information in a timely manner has

placed increased demands on project managers in all arenas. Long-term

projects with many interrelated activites, complex details, and critical

* schedules only serve to increase the burden of project management. In

the past, most projects were managed without the help of automation.

Manual prospect management often required enormous amounts of paper work

and time whenever a project change occurred or project status reports

* were required. In addition, manual changes and information compilation

left a great margin for error and made project organization difficult

to visualize.

* When automation was first introduced to project management,

it did little to improve time and cost trade-offs. Project managers

often had to learn complex computer languages and then the automated

systems only gave them the ability to control long lists of information.

These lists were hard to keep current, sort or use in an effective

way. Consequently, many managers refused to use automated systems.

The introduction of a Project Information Management System,

such as'VISION, represents an entirely new approach to automated pro-

ject management aids. The VISION PIMS, for example, is designed

specifically for the management of projects such as those conducted

at MERADCOM. Some of the outstanding features of the VISiON system,

are that:

0 It does not require an ADPE background or knowledge
of any computer languages to employ.
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* It is user friendly, meaning that most system pro-
cedures are involved simply by answering preformatted
questions and most user errors are detected by the
system and are easily correctable.

0 It handles single or multiple project changes which
* can be input directly by the PM.

* It gives the PM thie capability to input, output
and sort virtually all critical life cycle management
information.

. It is responsive to individual management styles.

* It allows generation of a variety of reports and com-
putes project schedules.

* It relieves the PM of manual network preparation,
and will automatically review the logic of a project
network.

Obviously, VISION offers the PM a variety of management

aids. And, like any other new tool, will require some "up-front"

* effort to become familiar with its operation and options. However,

this initial effort can easily be combined (as outlined in Section 2)

with the process of project initiation and subsequent staffing and

approval. The system is available primarily to aid the PM in

* carrying out his management responsibilities by facilitating the

availability of current project information and by reducing the amount

of time required to record and process project changes.

* The VISiON system, through a family of video screens, pro-

vides a commuon basis for managing information. While automation is

of great benefit to the management of information, the value of mul-

tiple users following essentially the same format for managing infor-

* mation is, in itself, of great value. In addition, the VISION system

enables the user to avoid having to learn cumbersome and complicated

computer languages, and because screens are formatted, it helps the

user locate, input and request data quickly and with relative ease.
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To best make use of the automated PIMS, the PM must have

a basic understanding of the VISION system. The in~tent of this section

is not to make the PM an expert on the VISION system, but rather to

develop an awareness of the system's capabilities and how to accomplish

some basic operations. Expertise on VISION and the uses of VISION

reside in the Management Information Systems Directorate and the Pro-

grams and Analysis Directorate. The PM should have enough of an

understanding of the system to utilize the available expertise.

It is important to remember that the PIMS does not apply

solely to the PM. The Command and laboratories have specific

interests in information and information management concerning each

project. For example, the Command has specific requirements for data

to make multi-project comm~and level decisions. If the individual

project data base is up-to-date, the Command can generate an up-to-

date master data base. In turn, they can build, through use of the

VISION system, needed management documents without imposing additional

* reporting or time requirements on the PM.

In summary, project management entails, among other require-

ments, the management of large amounts of data or information, and the

amount is the same whether it is handled in a manual or automated

fashion. The degree to which the VISION system provides automation

is an important aspect of MERADCOM's PIMS and LCMS. The following

,paragraphs are intended to provide a basic understanding of the VISION

C, system and relations to information management.

3.2 STRUCTURE AND ORGANIZATION OF VISION

03.2.1 System Description

VISION is a mini-computer based project information manage-

ment system. It combines project scheduling and report graphics
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* generation canabilities into a responsive and predominately interactive

operating mot Video displays are used to prompt the user for required

plann.., and control inputs. System configutation is shown in Figure 3-1.

The resource and cost boxes, shown under the software portion of the

* system, indicate capabilities which will not be addressed in this

edition of the handbook.

SYSTEM

I I
HARDWARE SOFTWARE

SI I
DISK PRINTER MASTER USER 1 1 1 1 1 RPR~E jPLTI CNOL ~ AI1 SCHEDUL 1 1 RESOURCE 1  COST ER

0 Figure 3-1. VISION System Configuration

3.2.2 System Operation

VISION is an interactive system which has been designed for

ease of use. A user needs no prior experience with computer hardware

or software to use VISION. The user is guided by the information dis-

played on the video screen and data inputs are made via the terminal

keyboard. The fundamental operations of the VISION program are reg-

gulated by the function keys through which project data is entered via

the standard keyboard. The two-way communication process of VISION

operation is represented at Figure 3-2.

3-4
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INTERACTIVE VISiON C"NCATIOND

SVISiON P ROMPTS

VISI'

DVIDEO

* Figure 3-2. Interactive Communication

A diagram of the system keyboard is at Figure 3-3 and a brief

description of the Special Keys, Mode Transfer Functions Keys and Spe-

* cific Action Function Keys are at Figures 3-4, 3-5 and 3-6 respectively.

The use of these keys is quite straightforward. As previously mentioned,

VISION is predominately interactive in that the video screens prompt

the user for required planning and input data. The keys basically-

*serve to call up the screen the user wants to use and to input specific

data to request VISION to perform a desired function

3.2.3 Video Display Screens

The systems operation is designed around an interactive video

display system. The user works with the appropriate video screen to

enter data into the project file, modify data, display project data,

or select types of schedules, reports, and plots to be run.

3-5
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* The video screen family organization chart at Figure 3-7

shows that there are seven major families of screens. The basic
purpose of each family is presented beginning on page 3-11.

3-10
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DATA MODIFY MODE. The set of DATA MODIFY screens is shown at Figure

3-8. The DATA MODIFY mode is used for interactive data entry and data

modification. This operating mode may be accessed initially from the

VISION start-up screen or at any other time, from any other screen family

(except Batch), by pressing the DATA key. All DATA MODIFY mode screens

will have the word "data" in the screen title. Additional information

on each of the individual screens in this set is contained on pages

3.4-2 through 3.4-40 of the VISION User's Guide.

PubS*1? PAYW vM

I I I I

PA OIWIAY SCHE3JL W PLOT SmmC

•

Figure 3-8. Data Modify System

3-12

5I



S

* DATA DISPLAY MODE. The set of DATA DISPLAY mode screens is shown at

Figure 3-9. The DATA DISPLAY mode permits the user to select, for

review, different types of information from the project file. The DATA

DISPLAY mode is accessed by pressing the DISP key. ALL DATA DIS-

* PLAY screens will have the word "display" in the screen title. The

dashed lines between the DATA DISPLAY and DATA MODIFY screens as shown

at Figure 3-10 indicates that the DISPLAY screen may be changed to a

MODIFY screen simply by pressing the CHG key. Additional infor-

* mation on each of the individual screens in this set is contained

in pages 3.5-2 through 3.5-24 of the VISION User's Guide.

I I I I I
DAAUNPLAY 'MCIAE IMOST PLTATH

Figure 3-9. Data Display System
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0 SCHEDULING MODE. The SCHEDULING mode screen is shown at Figure 3-10.

The SCHEDULING mode permits the user to enter or revise a project

schedule. This mode is also used to have the VISION system auto-

matically check a project network for logic errors. There are two

* other screens available through this mode which have to do with re-

source leveling. The resource options will not be discussed with-

in the scope of this handbook.

The SCHEDULING mode is accessed by pressing the SCH key.

The SCHEDULING mode screen will have the word "scheduling" in the

screen title. Additional information on this screen is contained on

* pages 3.6-2 through 3.6-4 of the VISION Jser's Guide.

ow "C? PATH) 

*

DATA OSLAY SCHELE REPORT PLOT RUN BATCH

*C

It

Figure 3-10. Scheduling System
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* REPORT MODE. The set of REPORT mode screens is shown at Figure 3-11.

The REPORT mode permits the user to select various types of printed

reports, data to be reported and various reporting parameters. Re-

ports may be formatted and data may be sorted in this mode of opera-

* tion. The REPORT mode is accessed by pressing the RPT key. All

REPORT mode screens will have the word "report" in the screen title.

Additional information on each of the individual screens in this set

is contained in pages 4.7-2 through 4.7-29 of the VISiON User's Guide.

DAA IWLA P.OaC MW ATCHvio
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PLOT MODE. The set of PLOT mode screens is shown at Figure 3-12. The

PLOT mode allows the user to select data, formats and parameters to

produce a variety of network plots, barchart plots and XY chart plots.

This operating mode is accessed by pressing the PLOT key. All

PLOT mode screens will have the word "plot" in the screen title.

Additional information on each of the individual screens in this set

is contained on pages 3.8-2 through 3.8-83 of the VISION User's Guide.

UW~ 

ME.'

I -I I I

Figure 3-12. Plot System

3-16



. . . / .. k * .. .-.- .i- - - ' . .- / .
' 
i i -

* RUN CONTROL MODE. The set of RUN CONTROL mode screens is shown at

Figure 3-13. The RUN CONTROL mode permits the user to select jobs for

processing or output such as schedules, reports, or plots and submits

the job for execution. Use of the RUN CONTROL mode is the only means

* of obtaining an output document from the VISION system. For example,

the PLOT screens are used to describe to VISION the data, format, etc.

of a desired plot. To actually produce the plot the RUN CONTROL mode

must be used.

The purpose of the RUN CONTROL files is to save a group of

selected parameters so that the user does not have to key in the same

data over and over again. Thus, the items selected - such as a specific

*plot - are saved in a user named file for execution as desired. This

allows the user to set up a series of standard reports, scheduling runs

and plots that can be executed with one command whenever needed. The

RUN CONTROL mode is accessed by pressing the RUN key. All RUN

CONTROL screens will have the words "run control" in the screen title.

Additional information on each of the individual screens in this set

is contained on pages 3.9-2 through 3.9-13 of the VISION User's Guide.

RAW OAC7 PAT)

Fioure 3-13. Rijn Cnntrol System
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* BATCH ENTRY MODE. The set of BATCH ENTRY screens is shown at Figure

3-14. The BATCH ENTRY mode is designed to allow thE user to enter

large amounts of activity data quickly. This mode may be used for

entering data for new projects, for modifying existing data and/or

* for reporting progress on a project. This mode can be used in lieu

of the DATA MODIFY mode. However, entries made via the BATCH ENTRY

mode are made without any error checking. This operating mode may

only be accessed through the VISION start-up screen. All BATCH

* ENTRY screens will have the words "batch entry" in the screen title.

Additional information on each of the individual screens in this set

is contained on pages 3.10-2 through 3.10-31 of the VISION User's

Guide.

0DATA DSPLtAY CS'SN 9OU 9T EIM NATCH

_K

Figure 3-14. Batch Entry System
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*3.3 APPLICATIONS

The PIllS automated through the VISiON system is a very power-

ful tool. It also provides more capability than is needed by any

* individual P11, project, directorate or the commiand group. Therefore

users should concentrate on only those items needed.

This handbook, which is directed primarily at the PM,

* does not attempt to address all uses and capabilities of the VISION

system nor of project information management. The approach used is

oriented more toward development of some basic building blocks. For

example, Section 2 focuses on the process of developing a project net-

* work which is a key element of project management. Section 4 describes

how to enter the project network into VISiON and produce some specific

documents, such as the network plot.

The PM should continue, one step at a time, to develop

those documents needed for project management or reporting. The key

is to determine what information or data is needed to include formats

or other parameters. The VISiON User's Guide provides detailed descrip-

tions and examples of available system capabilities. The Programs and

Analysis Directorate and Management Information Systems Directorate

are also available to provide any needed assistance.

3- 19
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0 SECTION 4

INITIATING A LIFE CYCLE MANAGEMENT MODEL

4.1 INTRODUCTION

This section is designed to present, in a step-by-step manner,

the "how to" skills needed to establish a project on the VISION project

information management system and tailor the project to fit the PM's
* specific project requirements. This section may be used as it is refer-

enced in Section 2, or referred to directly for those requiring specific

information related to use of the VISION system. The focus is on the

critical skills required to use the VISION system to exercise a life

0 cycle management model for scheduling, planningi and control of individual

Projects. Frequent references are made to the VISION User's Guide (Nov.

1981) to provide the interested reader a source for more detailed infor-

mation on the VISION system.

Every project on VISION will be different, if due only to

differences in the final project and the specific activity requirements

of the project. Phases and time schedules may also vary. Obviously,

* all of the potential courses and outcomes of a project can not be antic-

ipated in advance. However, regardless of the specific differences among

projects, the procedures to work with a project on VISION will remain the

same. Whether the PM is establishing and tailoring an entire project or

simply making some fine tuning adjustments in mid-project, he may access

VISION and implement these changes in basically the same manner.

Throughout the remainder of this section, VISION skills and uses

will be presented using the example project introduced in Section 2. This

example is a portion of "slice" of Phase III of the LCMM, but reflects

typical processes as they logically occur in an actual project. The example

will illustrate the steps to be taken on VISION to complete the following

actions:
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S * Login, Access and Tailor initial LCMM information
0 Schedule a LCMM or Existing Project Model and

Generate a Schedule Report

0 Generate Activity Reports and Network Plots

* * Tailor a LCMM or Existing Project Model

* Status a LCMM

0 Produce Milestone Summary Barcharts

* 4.2 ESTABILSHING THE LCMM

To establish the LCMM it is necessary to:

0 Coordinate with MISD to obtain the following:

1) A Task identification number (TASKID)
2) A password to the PRIME system
3) An LCMM with the appropriate phases appended
4) A file name for your project

0 Access the project model and tailor the initial
project information

The procedures described below will detail the above steps.

The completion of these steps, in the order in which they are presented,

* is designed to make that first attempt a successful one. It should be

noted, however, that variations in these steps are possible and subject

to change.

* *** COORDINATING ON INFORMATION REQUIREMENTS ***

Access to the PRIME computer (VISION is a software program

run on the PRIME computer) requires a task identification number (TASKID)

* and a password (PSWRD). The TASKID and PSWRD should be obtained from

the Management Information Systems Directorate (MISD) well in advance

of the time the PM wishes to utilize the system. These two pieces of

information should be written down and memorized, since the system

4-2



* cannot be accessed without them. In addition, the PM should note that

the TASKID and PSWRD only provide access to the PRIME computer and

VISION, they do not provide access to LCMM's or individual projects

within VISION.

Once in VISION, access to individual projects are controlled

by a second set of passwords of up to four levels. (See VISION User's

Guide, page 3.3-7) These passwords are generally assigned by the PM

* responsible for the project, and the project cannot be accessed without

them. When establishing passwords for a project, the PM should memorize

at least the level one password. One convention must be observed when

creating individual project passwords: The password is to be four

* characters long and the first character must be a letter, not a number.

Example Project Passwords: RLMi, Q2KP, G694, AR7B

* To avoid confusion when referring to the various passwords, this section

will use the following conventions:

0 PSWRD - A five-letter password that allows access
only to the PRIME computer and VISION

* PWD1, PWD2, PWD3 and PWD4 - The passwords you
assign to your project that allow four
levels of access to the PM project
respectively.

*IMPORTANT* NotE, if the PM or any other user cannot recall
or obtain the project password, the project can
not be accessed on VISION. Should this happen,

* notify MISD and they will assist you in locating
the password information.

The PM will also need to be prepared to give his project a

file name for VISION storing and access purposes, however, MISD must

4-3
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be consulted before a project name is approved for VISiON use. It is

recommuended that the project name and passwords be determined, in

coordination with MISD, at the time the project is placed in VISiON.

Finally, the PM should be prepared to proVide a project

description, consisting of 50 characters or less, and a Start On (SON)

date to be applied as a constraint to the first activity. The first

* will identify the project to all VISION users, and will also appear on

VISION generated reports. Since the project description will be copied

from the LCMM when a new project is generated, it is important to change

it to reflect the nature of the newly-created project.

Example: LCMM description - ADP ACQUISITION

Individual project model description - PASCAL SYSTEM - PHASES
III & IV

The Start On (SON) date will serve as the project start date and should

be a realistic estimation of when the project will conmmence and this

information will enable the PM to schedule all project activities, and

is also a prerequisite to obtaining a network plot and other reports.

** INITIAL ACCESS AND TAILORING ***

Now that all required information has been obtained, the PM

can go to the terminal and proceed through the steps of accessing his

project and tailoring the initial project information. The VISiON user

should know that VISION is a user-friendly system. An ADPE background

is not required to get to know this system quickly and use it effectively.

However, incorrect buttons are occasionally pushed and errors do occur.
THIS HAPPENS TO EVERYONE AND SHOULD BE EXPECTED AND, MOST P 'ROBLEMS CAN

BE REMEDIED QUICKLY AND EASILY BY THE USER. VISiON will usually alert

you to a problem by providing an error message in the upper right

4-4



* corner of the screen and by moving the cursor on the screen to the

location of the error. Appendix A of the VISION User's Guide may be

referenced for a more complete explanation of error messages. In

addition, Appendix E of this handbook provides suggestions on frequently

* encountered problems by users on VISION. Occasionally an error or

problem is related to the computer system itself and cannot be corrected

by the user. If this appears to be the case, contact MISO to

alert them to the situation. As each new VISION process is presented

* in this section, further reading in the VISION User's Guide will be

referenced by using the letters "VR1 followed by the User's Guide page

number. Before proceeding, a review of the various function keys

presented in Section 3, page 3-8 is recommended. Note, the following

* symbols will be used to distinguish between computer messages and

user-supplied information, and as a means of explaining screen formats:

SYMBOL

Brackets indicate a computer message.

Quotes indicate to the user to type
* exactly what is in quotes.

Circled numbers indicate that the
0 10 user must enter some information,

but the information is variable.
* An explanation will be provided.

This symbol is used to represent
the cursor, which will appear as
small, white rectangular box on

* the VISiON screen.
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* To access the LCMM and tailor initial information, the following

sequence of activities has been devised. They should be performed exactly

as presented unless the user is already familiar with the VISION system.

At least one hour should be set aside to complete this process.

0

4-6
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LET'S GET STARTED

1. Turn terminal on The switch is located in the lower
right corner in back of the terminal.
Allow 1-2 minutes for warm-up. The
screen should appear blank with the

0 cursor in the upper left corner.

2. Press RETURN key The system will prompt you with the

following request:

* PLEASE LOGIN]

The LOGIN process identifies you and
is your command to the system that

* you are about to begin using the
computer.

3. Enter tht following: Enter (meaning type) LOGIN,
(don't forget the commas--.

* LGINT ) ID ,ID 0 Enter the six character task

Q ©' (D identification (TASKID) assigned
To complete the LOGIN from MISD.
process, match the numbers
below the dashed lines Leaving no space after the comma,

* with the information now enter the five character pass-
at the right, word (PSWRD) assigned from MISD.

Your PSWRD identifies you to the
system and allows you access to
it.

Q Again leaving no space after the
comma, enter your terminal identi-
fication number (TID). You will
find the TID located on the front
of the terminal.

Login Example: LOGIN,MER8O1,DFIJM,K03

4-
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4. Press RETURN key - This sends your LOGIN information to
the computer for processing. If the
computer does not find any errors in
the LOGIN data that you entered, it

* will respond with a series of messages
and instructions. This is called the
WARNING SCREEN. It is important that
you read and comply with all of the
instructions on this screen. At the
bottom of this screen the computer

* will respond to your LOGIN command
with:

* [OK,I]

This indicates that the system has
accepted your LOGIN command and is
waiting for you to tell it what to
do.

*NOTE* - Should the system not accept your
LOGIN message, carefully try again.
Should you continue to have no
success, notify MISD.

5. Enter the following: - Note the spelling is:

V-I-S-1-O-N
VISION

Your entry should now appear as
follows:

OK,VISION

4-8



0 6. Press RETURN key - Further instructions and
messages will appear followed
by:

[Hit RETURN to continue

• 7. Press RETURN key - This tells the computer you wish
to have the VISION system made
available to you. It may take 5
to 60 seconds for VISiON to be
loaded. The following message
will appear in the interim:

LVIS1ON IS NOW LOADING PLEASE BE PATIENT]

- On the next page is the VISION
start-up screen. (VR 3.3-2).
The cursor should appear on the
first dashed line following:

[PROJECT NAME2

fo
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VIS ION .. ... . . .ttinS

VISION

US ANIMY lHflI( Cli

LIFE CYCLE IMACEMENT IXD L

A Propraota. rq Product of
* SINETICS, INC

PCN' 5- 02-o032 o--ooo0

PNOCT LIST
ADM A0101 4I 3 ASIW ATiT S A I A3 l@AM 9 a 0 CA2 A3 DCA4 C dCAD
BCA SCAT :CAB 4CA9 *Ce KCiI I.CL2 :m0 SEE a m2 BET SHO O

Iil 12I Sao 15 20101. Bs" SPOIl BI OS m I TN Dl ING CIMO

P R O J E C T 0 6 M I~ L P A S S dO D

ACTION ACc*6I6A). SLaCI.pff), CopqlgC). Dolotol ). hMe(un)

DISPLAY DETAILED PROJECT LISTING? DIPAY PGA8iO LEVEL DFIITION -

DIiPLAY LOCATION OF PROJECT FILAS
,  

- ITCH SCREEN ENTRY FIOE'

8. Refer to the instructions To complete processing of information

at the right and enter requested on this screen, match the

the following: numbers below the dashed lines with
the following information:

MODL ® Enter the four character file name

of your project model (MODL). The
cursor will then advance to the firstdashed line following:

PWDI [PASSWORD3

0
( Enter the level 1 password (PWD1)

associated with your project.

* *NOTE* Up to this point you have been
working with the PRIME computer
directly, and transmitting infor-
mation via the RETURN key. In
VISION, you will now be using the
SUBMIT key.
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Example: - The figure below is an example of how
* the screen will look after you have

entered the required data.

t. irr CYCLt - wANr moIt

**0t1tr,,tal I',,4,.e t ..n
SASI tgC!;. iN4C

MCOI 5 o -0126e) - o00..-OOOOOo

.........+ ...... ...+ ..+...*.. +.°.. .......

DIAM -03 r 'IA . I") BAA, 9 "1 9 91,,,, AC^- OCA n- A4 ^CA!
D i 0¢^T SCAB DCA, OCOC :CCI .c2 5111,1 CEEI OFM DC, , ' I

nI Ir MII1 11150 SOI L U Pfi cr011 Illjill OrMM BINI SIN N 11-C

[ A {If {IAll ... - ~ -6-1) CoPVlIC D I. I t.101, ~vN
'DI Sri AT , 0 ISLF OJ 

r - 

EC L LSI ING - DISPLMA rASSIJIN IFVFL IL
r

INIT IO "

DIqPi A' LO CCAl ION4 (W PAO3 T rILiE PAICH C IFOL 1NII .1,,

9. Press SUBMIT key This action submits the information
you have entered to VISION. Essentially
data entered into the screen is trans-
mitted to the computer only after the
SUBMIT key has been pressed. (VR 3.1-11,
4.17-1)

*NOTE* When data is submitted via the SUBMIT

key, the keyboard will lock and the
message;

[KEYBOARD LOCK]

will flash at the bottom of the screen.
When VISION has processed the infor-
mation submitted, the keyboard will

unlock, the start-up screen will
reappear with the following message
in the upper right hand corner:

PASSWORD ACCEPTED,
PRESS DESIRED MODE
OF OPERATION

You now have access to your project.
Use the example screen on the following
page to complete Step 10.
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10. Referring to the - Using the TAB key, tab the cursor to
instructions at the the blank space following DISPLAY
right, access detailed DETAILED PROJECT LISTING: , type a
project listing. "Y". This will bring up the screen

which will allow you to enter your
project name which is a 50-character

0 or less description. (See Step 12)
(VR 3.3-3)

............................. . l .l

I Ir" CYCLE P Ae €i Prn mKni I

A Prprlmar*pI i d, El i

rcN 5 ONE06] 0 0 010

...oo..............................
-,LIS,

DIIN' M I AM IO3 AMlU ^TTAPI 11/ I N tM ll f tC AJ 11-3tl 4 orA5

.1 . 1 -. 1.3 NIM9 'or Irni n-t n T.E KIN; atP C-44,

AT Ill.N A;l - At flt-&UpI ). Cop(C) ).11tII).

Dl f'i- D*IALFD roxlO - LIS l'tIN _ DIlrVIAG I0AS , 0 If"[ MI INIll1N "

) I At LO(A' I(W (I PJR s IIr ILE - f, (l14 rf M - -t i l t

11. Press SUBMIT key Step 10 requested access to the detailed
p-oject information which currently
reflects the LCMM. Accessing this screen
will allow you to change this information.
The screen in the following page will

I. appear.
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12. Enter the description - Referring to the screen above, notice
of your project that there is no project description

and the cursor appears in the first
* blank space. Although the date 30AUG82

appears in this screen, normally you
will see the date the LCMM was copied.
Type the description of your project.
You may use up to fifty characters.
If your project description is shorter

* than the LCMM description, press and
hold the space bar to delete the un-
needed characters. (VR 3.3-5)

13. Press SUBMIT key Again, after processing, the screen
above will reappear so you may verify

9the project description you just entered.
If there is an error, repeat Steps 12
and 13.

What you have done is make a complete
copy of the LCMM and changed the file

* name, passwords and project name, and
loaded all associated data into your
file.
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* 14. Press DATA key This indicates to VISION that your
project description is correct and
that you wish to modify data in your
project file (VR 3.1-10). The screen
you see below will appear. The initial
modifications to your project file will

* be to establish a Start On (SON) date,
for your first activity and enter the
project name in your project directory.
The previous name was entered into the
system project directory in Step 12.

, .......... ,.,.. .o... .......

: VAI^ PX11111 V molr wo' irlw,;

-rC,, DVA in 10mpitrv

Si.itq Ct . t hIt,, -

rt,.tC.d. I" ..

ti, jmct VIt., . Dtot.

15. Enter Data - rbe cursor will appear following
* Modify Options LACTIVITY DATA. Enter a "Y" and tab

the cursor to the option entitled

[PROJECT DIRECTORY DATA]

and enter a second "Y".

IF, Press SUBMIT key This commands VISION to first display
the screen which allows you to modify
project directory data. The screen
shown below will now appear.
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17. Referring to the -) TAB the cursor to the first character
instructions at the of the project description. Enter the
right, enter your same name you used in Step 12.
project name.

It is not necessary, at this point, to
enter a REPORT TITLE since no report
is being generated. When reports are
generated, the user will be given the
opportunity to title each one individ-
ually.

Other parameters on this screen (such
*I as MODIFICATION # and CALENDAR) are

pre set and should not be changed.

18. Press SUBMIT key - Again, the screen will reappear for user
error checking. You may repeat Steps 17

-* and 18 if an error has occurred. If
modified data is correct, go to Step 19.

4
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19. Press NEXT key The I-J Activity Data Modify screen was
originally requested in Step 14. It will
appear as shown below by pressing the NEXT
key (VR 3-1.12). This screen is designed
to allow activity modifications of all
types. At this point, this screen will
only be used to establish a project start
date.

VISION....... ****"*"*"*"*""*'"*"": PROJCT
I-J ACTIVITY DATA MODIFY

ACTIVITY Name Calender *(1-3) Code
DEBCRIPTION

DURATION OrlginaI -l f Remainln - g Percent Complete
CONSTRAIN19 Early: TIp# -Dete Late! Type ___Date

EFFLT LS LF

PREDECESSORS lAffecto Start Flag. Node Name. Total Float) SUCCEUI|OR8

0

Ne t Actlvity (Use ACT. ACT RES. ACT COST Function Ke) i START 200200

20. Enter the START - The cursor will appear at the bottom
Activity l-J Node right corner of the screen in the

first blank position following:

START 200200 [NEXT ACTIVITY (Use ACT... key)]

* (Q
Q Enter the-word START, the six digit

J Node of the START activity (the J
Node here is from the example pro-
ject),.' The entry, as it should
appear, is shown at the left and
in the screen above.

21. Press ACT key - This will call to the screen information
related to the START activity as shown
on the following page.
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VISIUN ................... FRO.ECI

-i ACTIVITY DATA MOIFY

ACTIVI1V K- l tART )UUUJ Ca Idar oIl-31 Coe.4 Do"

OESCRIP7Im SIhRL...
DUATIO O nig,. , __ 0 i n n Pero*" Ceao...t
COJIAINIS E.I. Top. A Det. 1 Let. Top. _ _Dta

(F FLOAT Lt LF

PREDECES C S (Affects$ S.,t Fla., 4*dg N4 . Toeal FiletS WJCCEE OS

N*t Actlltv 11. ACT. ACT RES. ACT COST Function K.Vi

22. Enter the START ON - After requesting the activity information,
constraint and the you may now apply a Start On (SON) con-
project start date. straint to the START activity. This

assigns the project a start date.

Type SON Using the TAB key, move the cursor toD -- the first blank space following:

O C[CONSTRAINTS: Early: Type]
Date 17NOV82

Dt Enter the letters, SON. The cursor
0 will automatically advance to the

next field.

© Enter your project start date.
7NOV82 is the start date from the

example project).

23. Press SUBMIT key - VISION will process this information
and the screen will appear with the
constraint date added. If there is
an error repeat Steps 22 and 23.
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- If you wish to continue working with
VISION to schedule a LCMM or project
model, skip Steps 24, 25 and 26 • Pro-
ceed to Section 4.3, and after reading
the first page, go directly to Step 3.

24. Press CONTROL key - This indicates to VISION that you are
and QUIT key finished with data modifications and
simultaneously you wish to exit from VISION and puts

* you into the PRIME computer.

25. Type "LO" - The message [OK,I] should appear.
LO is the abbrevia ion for LOGOUT
which exits you from the PRIME com-
puter.

26. Press RETURN key - This will submit your logout request.
Your TASKID, time of logout, time
used and computer charges will appear
foliowed by [OK,I]

At this point, understandably, the PM may wish to see a

a printout or report to "verify" that the project really exists in

VISION. However, no plots or reports can be generated before scheduling,

therefore, DO NOT ATTEMPT TO GET A REPORT OR PLOT UNTIL YOU HAVE

SCHEDULED THE LCMM. In the next sub-section, the process of scheduling

(using the start date inserted in Step 27) will be presented. A net-

work printout can be obtained as soon as the procedures described in

the following section have been completed.

41

4-18



4.3 PROJECT SCHEDULING

A project schedule can be calculated or recalculated at any

time, but generally is requested when the project is first established,

after making modifications to the network or after statusing (Section

4.6). Scheduling serves the purpose of keeping the project dates accu-

rate and up to date. In addition, scheduling on VISION offers the

feature of checking the network logic. This is a qLick and effective

way to verify that the network logic is intact and stored in VISION as

the PM wishes it to be. The followinq steps to schedule a project

will generally vary very little, and are sequenced so that a scheduling

run (as it is called on VISION) may be commanded at any point during the

course of a project.

*NOTE* A project must be schedulea each time a modification or

update is made to the project if the change will affect
* the logic or schedule in any way. When in doubt, reschedule.

VISION project scheduling will automatically calculate a

project schedule. Included in these calculations are:

0 . Early start - The earliest date an activity can start.
* Late start - The latest an activity can start and

still maintain the project schedule.

0 Early finish - The earliest date an activity can finish.

* Late finish - The latest an activity can finish and
still maintain the project schedule.

0 Total float - The difference, in working days, between
the early and late finish of an activity
or series of activities before it re-
connects with the critical path.

* Free float The difference, in working days, between
the early finish of one activity and the
earliest early start of immediate suc-
ceedingactivities. Amount of float an
activity can slip without affecting any

,0 of its successors.
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* PROJECT SCHEDULING ---

1. LOGIN and access Complete Steps 1 through 7 on pages
VISION 4-7, 8 and 9 of Section 4.2. If you

are already working with your project,
* go to Step 3.

Step 3 may be used as a start point for
scheduling runs as a result of statusing
or modifying. Follow the steps and in-
structions as presented.

2. Access your project - Complete Step 8 on page 4-10 of
Section 4.2. Again, if you are
already working with your project,
go to Step 3.

* 3. Press SCH key - This instructs VISiON to enter the
SCHEDULING Mode. The screen below
will appear. (VR 3.1-10)

I'll".-, lI- I *'I .

l^I0CIJ N 1NTRO FI LE w*IIie i i I

uigla e relused to iet your RUjeteng

4. Eter RUNCONTOCnterOLFL an RCFpanu wilae it isuxe

cuting on the computer.

5. Press SUBMIT key -This will cause the system to create a
file on which you may store shceduling
information. If there is another sched-
uling file related to your project being
stored under the same name, VISION will

.qb call up that existing file instead of
creating a new file.

Example RUN CONTROL NAMES: SCH1
SCH2
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- When the RUN CONTROL NAME has been
accepted, the screen will reappear
with the cursor in the space following

STATUS (Temp,PERM)

,......°..... .. .. ....... .. ..... .'CW & G FE N~ DiF FF40

II~N r~flIn Mrl: SIFHj_ S WAT r IF p(F'. aI I SiiP

1*l1111l II AIlW 11F I C'ml IIPfl I I .FF0

1.,, ."7 o Tr,.,I Dl.. 4

F . WI " V- ' VIAw

O , AFr A rI IA II,;F I F Ill O eF o,. S ~F h l, +l n q a d I. @.Il l F n 11161

6. Enter Scheduling Run - Match the numbers below and to the
information right to the screen above and enter

the following information: (VR 3.6-1,2,3)

STATUS (Temp,Perm) T Enter a "T" if you want the Run Control

0) File to be deleted after the scheduling
run is made. Enter a "P" if you antici-
pate using this file again in the future.

COMPUTE SCHEDULE? Y ( Enter a "Y" to instruct VISION to

(2) compute your project schedule.

SCHEDULE DATE 02JAN82 0 Enter the start date of your project.

O) ( TAB the cursor to the blank following
Additional Scheduling Run Information?

Additional...Information Y and enter a "Y". This will provide

@ you with a schedule report.

* 7. Press SUBMIT key - This establishes a schedule Run Control
File. This file may be run immediately
after it is created, or VISION will save
it for you to run at some future date.

* *NOTE* The file in the example is temporary,

(as designated by the "T") and will be
deleted after the schedule has been run.
Entering a "P" will make the file a
permanent part of your project and can
be used repeatedly.
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0 8. Press RUN key - This will instruct VISION to leave
the SCHEDULE MODE and enter the RUN
CONTROL MODE. (VR 3.1-11, 3.9-1) It
is this mode that controls the sub-
mission for the processing of VISION
calculations, reports and plots. The

*) screen you see below will appear with
the file you have just created, and
any other files VISION is saving for
you, listed in the top portion of the
screen.

VISIO ................................... PROJ.
RUN CONTROL MODE OPTIONS

................................

RL#4 CONTROL ILES Mode Schedulinq(SCHI. R- 9 ortRPTI. PLtPLT,
lode No. Status Mode N:-. St.t.. Mode N e Stot.. Mode No.. Statu.

SCH ScoI

RUN CONIROL FILE

SUSIMIT FOR PROCESSING Mod. SC New@ = Ru Date
D-t-natIon For. VJ7 Copes L Su~ppess Screon--

COPY FILE Mod. __ Nao - to Ne. N.. Status-
APPEND FILE Mode Nmo to File Mo..

DELETE FILE Mode No..
CANCEL FILE Mode N... DISPLAY DETAILED DIRECTORY

S"MIT BATCH FILE FOR kkiCESI O PFN PLOT PROCESSING-

* 9. Submit scheduling run - When you enter the Run Control Mode
for processing. (Match immediately after creating a file,
the numbers at right the screen w11 already have the
with the screen above.) Tod and am fields filled in

as you can see in the screen above.
If these fields have not been filled,
you should:

TAB to the [ModA field and enter
"SCH".

(D Enter- the name of your il; ("SCHI"
is an example) in the INam field.

0 TAB the cursor to the org field
and enter the three letters "PR_".
The last letter should be the first
letter after the dash in your office
or lab symbol, e.g., "PRU" would be
typed for the Programs and Analysis
Directorate. (VR 3.9-2, 3, 4, 5, 6)

10.. Press SUBMIT key - This will submit the scheduling run
control file to VISiON for processing.
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-A "Q" will appear to the right under
the STATUS field when the RUN CONTROL
FILE is waiting to be processed. When
processing begins, this "Q" will be re-
placed by a "P'. It will not, however,
appear on the screen unless you press
the RUN key. When the screen reappears
and processing has begun, then the "P"
will replace the "Q". When processing
is complete this STATUS field area
will be blank.

-If you wish to continue working with
VISION to generate a network plot or
Activity Report, skip Steps 12 and 13.
Proceed to Section 4.4 and after reading
the first two pages, go directly to Step 3.

11. Exit VISION and - Complete Steps 29, 30 and 31 of Section 4.2.
LO GOUT

12. Check processing - To check on the progress of your file
status (optional) as It processes, first exit VISION by

pressing the CONTROL key and the QUIT
key simultaneous~y. Then the system re-
sponds with the message OK, . enter
"CXP" and press the RETURN key. The
system will then display all VISION
files which are currently being processed,
and those recently completed. If your
job does not appear, enter "CXQ" and
press the RETURN key. This will cause
the system to display all files that
are waiting to be processed. Should your
file not appear in either listing,
contact MISD.

Once you have submitted a scheduling run to VISION for processing,

VISION will automatically calculate a project schedule based on your project

start date. Because additional Scheduling Run Information was requested,

the system will provide a schedule report that lists activities that have no

predecessors, activities with no successors, all milestones, and any loops in

the network. A comparison of the schedule reports for the original LCMM and

the tailored LCMM should help the PM locate logic errors if any exist.
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* At TAB 2 in Section 2 is the schedule report produced following the

scheduling run on the changes made to the example R&D network. Any

logic errors detected can be corrected by employing the activity data
modify procedures in Section 4.5 and repeating the scheduling run pro-

* cess. When errors are corrected, or if no errors occurred, the networks,
reports and plots can be produced. In most cases, particularly when
first establishing a project, the next step would be to produce a net-

work plot, and activity report.
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* 4.4 GENERATING PROJECT NETWORKS AND ACTIVITY REPORTS

After the LCMM or the tailored project model has been es-

tablished on the VISION system, an overview of the project for review,

* examination and reporting can greatly simplify project management. In

this section you will learn to produce project information documents by

generating:

• 0 Project Networks

* Activity Reports

The project network and activity report can essentially provide com-

* plete information on a project model. When management decisions lead

to project modifications, VISION can produce new networks and reports

to reflect the changes. In general, the project network paired with

the activity report form the most useful information base a DPO/PE can

acquire for project management. Examples of the network plot, and

both the detailed and abbreviated activity reports, are shown at TABs 1

and 3 at the end of Section 2. Ncte, these depict only a portion of

Phase III of the LCMM.

***PROJECT NETWORKS***

The project network is a VISiON-produced, graphic represen-

tation of project activities and their interrelationships. For most

projects, the network provides a "roadmap" overview of activities which

highlights the critical path and milestones. It shows those activities

that are conducted concurrently, how much float time is available on each

0O activity, and how activities converge toward a common event or milestone.

Each activity on the network is described, given its proper I-J node,

start and finish date, and duration. Various options, described in more

detail in VR 3.3-1 through 30, are available. However, in most cases.

'Si
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* the PM will find that a standard network with minimal options will be
sufficiently useful. As the PM, or any other user, becomes more familiar
with VISiON, the question, "What do I need?" will generally serve as a

guide to requesting special options. Though a network may be generated

* at any time after the project is scheduled, most commnonly the network
will be used to display the original LCMM, and the individual project
model following modifications or schedule changes.

* Modifications to Phase III of the LCMM network is used, for
example purposes, to describe the generation of a project network and an

activity report.

* The following steps are designed to enable the user to pro-

duce a project network in a standard form, after the project has been

scheduled.

0
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GENERATING A NETWORK ---

1. Login and access VISION - Complete Steps 1 through 7 of
Section 4.2, pages 4-7 to 4-9.
If you are already working on

* VISION, go to Step 3.

2. Access your project - Complete Steps 8 and 9 of Section
4.2, pages 4-10 and 4-11.

* 3. Press PLOT (flO) key - This will instruct VISION to enter
the PLOT Mode. The screen you see
below will appear.
(VR 3.1-11, 3.8-12, 13, 14)

~~~VISION *******.***** PROJECT

• PLOT O E O0PTImS

Rum CONTROL Nm~E PLT1 STATUS (Twe.P..mi . SELECTION' (Y/N)

REQUESTED PLOT TYPE

SMCHART 0anttl Mi legotenelitgemrl? - llas Ine/Tar.t _

NETWORK ENI Varial|e I

OTHER I Chart' XY-Tabuar Chart? -

PLOTTER TYPEI PNTNX UNIT Of IWEA E L
aInces. Cepttimters)

RPRNTNX
Plotter Ry
Ty"eM, l~OII

4. Enter a RUN CONTROL NAME Enter any four character name in
the field following LRUN CONTROL
NAME . An example name might be
PLTi, but any name which can later
be used to identify your Plot Run Con-
trol File (RCF) on the computer is
sufficient.

5. Press SUBMIT key This instructs VISION to begin
constructing a Plot RCF which, like
a schedule file, can be run at any
time. If the RUN CONTROL NAME al-
ready exists in your file, VISION
will call up that existing file
instead of creating a new file.
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After VISION has processed the RUN
CONTROL NAME, the screen will re-
appear as shown below, indicating
that you may now specify the type
of Plot you want.

VISION .. .. .PROC
PLOT MODE OPTIONS

RUN COTROL NAM PLTI STATUS STPi..li(DI IELECTION' IYtN)

REWS.ETID PLOT TYPE

UIMCHART O.ntt' - MtI@Iton.# 1 '1 - l..ii iw/Tirit' .

NETWORK ENi VailI y

OlER IV CbOtI ' IY-Tab.Iua Char? -

PLOTTER TYPE UNI T Of .EANAE I
( Inches. C-ntimte's)

RlPRNlTNX

Plotter W22S

A.ii l 1 I

6. Enter Plot information "O Following [STATUS(Temp,Perm)]
(Match the numbers at enter a "T" or a "P". (Refer to
the right with the Section 4.3, Step 7, item 1 on
screen above) page 4-21). The file in the

example is temporary.

© Press the TAB key four times
a? enter a "Y" following

EN1 Variable?]

7. Press SUBMIT key - You have submitted to VISiON a
request to generate a network
plot and instructed VISION to
delete the file after processing.
You can make the Plot Run Control
File permanent by entering a "P"
after STATUS (Temp,Perm)
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0 Following Step 7, the screen below
will appear. This screen allows you
to specify options concerning the
network plot. (VR 3.8-27, 28, 29 30)

.... .............. 3..... ..1 PRUACT

V ARIABLE IE SCALE

TTLE @LOCK NTArTIN P II£ IV

CT*ACTEN I1ZE 2-M PLOT SIZE FACTOR L-0

PL OT M913GT tLJ RIZOITAL PAWE LENQTVT
0
A-UZ

HICTO.3GM TOTAL FLOAT CWL TO ONLeSS TWA

SHO DATE LINIS' _ IHOM 1XIMOE DAT9' I ESTU0MAL lZlING'

TEW tR DATE LAVOUT Date Pat .T~40PCn0e,.Sed 44tes4CICLellT enTlL)

0ESCRIPTIGM PLACEINT ON LtA "IIL). ad* e "IqINS. CodiAeG(T ) r

PN= PI.ACV W SeP FTPtSSIE). or Late Ft- 1D ) LL

8. Enter Plot Options - Many of. the options on this screen
Information (Match have been defaultecdto generate a

* the numbers at the standard network plot. It is rec-
right with the screen ommended that all of these default
above) options excpt the LHORIZONTAL PAGE

LENGTH 42.01 be left as they are
unless a special requirement is
encountered.

Q Following [TITLE BLOCK NOTATION]
enter the title you wish to appear
on your network. An example title
might be: PASCAL SYSTEM - PHASES III

* & IV

O Press the TAB key four times and
enter all zeros in the [HORIZONTAL
PAGE LENGT field. This will cause
the system to produce a continuous
network.

Q~hen the cursor advances to the
LHIGHLIGHT FLOAT EQUAL TO OR LESS THAIE_
field, enter one "0" (zero). This
will cause the critical path to be

0highlighted.by a dashed line.

9. Press SUBMIT key When VISION has processed and accepted
the Plot Run Control File, the screen
will reappear and the file is ready
to be run.
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* 10. Press RUN key - This will instruct VISION to enter
the RUN MODE. The screen below
will appear. Notice that the Plot
Run Control File (in this example
PJT1) will appear .nder the headings
LMODE NAME STATUS] . The asterisk

* indicates that the file has not
been run.

VISION *PROJEC7

AI CONTROL "OE OPT IONS

RUN CONTROL FILES N od Schedulngi ICH. de I EtPT)j PI qt(PLT)

n5o fde Nastatus Mode Naae Stat us Nd8e Status

PIT PtTI T *

MRM CONTROL FILE

SUMNIT FPl PNOCEISIN0 M Nsea Ru DI.. TUP
Desnlo ten.o - Fo. %*= Co - Sues. "Pie.n? os

COPY FILE Mode Name to Now Name __ Status -
APPEND FILE Md. _ Nme to File Name ed
DELETE FILE Node _ Nae
CANCEL FILE N €E. ___ Nam DISPLAY DETAILED DIRECTORY' -

SUmMIT EATCN FILE FO C S - PEN PLOT PROCESSI10N?

11. Designate :he printer -0 TAB thtcursor to the field following
and number of copies LFORMJ and enter "PR" followed by
(Match the numbers at the first letter after the dash in
the right with the your office or lab symbol. An ex-
screen above) ample entry would be "PRU", which

would designate the printer at the
* Programs and Analysis Directorate.

0 Notice that a "" is already entered
after [Copies:] . If you want more
than one copy, press the TAB key and
enter the number corresponding to how

0 many copies you want. If you only
want one copy, go to Step 12.

12. Press SUBMIT key This will submit your File for pro-
cessing. Notice that the asterisk
will change to a "Q" or a "P". The

*"Q" indicates the 'ile is waiting
to be processed. The "P" indicates
that the file is processing.

If you wish to continue working with
VISION to generate an activity report,

*) skip Step 13 and proceed to Step 3 on
page 4-32.
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* 13. Check processing status -Refer to Step 13, page 4-28 in
(optional) Section 4.3.

***ACT IVITY REPORTS ***

The VISION produced activity report is essentially a list

of all project activities and milestones. It provides the PM with
* a comprehensive and flexible reference system to project information.

Great variation in the combination and amount of information produced
in any given report is available. This makes the activity reporting
system responsive to individual needs. Generally, a complete report

* should be generated after the project is tailored and scheduled. This

will provide a cross-reference to the project network, and for many pro-
ject managers, will be a convenient tool for project review, reporting pro-

gress, and recording changes. It will also provide additional activity

* information not available on the project network. An abbreviated

activity report, 7 -taining only activity I-J nodes and descriptions,
may also be useful. It provides a less voluminous listing of activities

which can easi'y be cross -referenced with the Task Report 2. It

* should be noted, however, that the ultimate decision regarding how much

information to request in an activity report will be derived by the par-

ticular information need. The reports mentioned aboyp will satisfy
most project management information needs, but as the user becomes

* more familiar with the reporting system, other option combinations

may be requested.

The activity report cannot be generated until the project
has been scheduled (Section 4.3). It should be noted that a project

must be rescheduled after modifications or statusing in order for the

activity report to reflect the changes. The following steps should not

be attempted before a scheduling run has been processed. The instructions

below represent a step-by-step procedure for producing both a detailed

and an abbreviated activity report.
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* GENERATING AN ACTIVITY REPORT ---

1. Login and access VISION - Complete Steps 1 through 7 of Section
4.2, pages 4-7 to 4-9. If you are already
working with your project, go to Step 3.

2. Access your project - Complete Steps 8 and 9 of the activity
modifications portion of Section 4.3.

3. Press RPT key - This instructs VISION to enter the
REPORT MODE. The screen you see

* below will appear. (VR 3.1-11,
3.7-1 through 4)

VISION P"O.JECI
"SRPOolT raw OPTIC"S
mm SPECIFICATIONS

RUN CCNTnO NAIME RL STATUS (Tvp,Porol.

ACTIVITY & RSUOUICE ANALYSIS REPORTS

ULftl Selection' Se't ift?

Project Uftlvttqu Tr::t C aeri lson '

REFERENCE REPORTS

RItesOe.€ Libra ? Code Title Librarg?
C.pndor. £..3,AIr) Project ;A. Accouting
P..JCt Dt I.Ct q

UME FILE nEpanTE.
IV Dot& Pit* 406"oel

SleIedu|in
!  

*e1*0rt Plot

Nin. Contrel rile M4m)

4. Enter a RUN CONTROL - Enter a four character name in the
NAME field following RUN CONTROL NAME

An example name might be RPT1, but
any name which can later be used to
identify your activity report file
on the computer is sufficient.

5. Press SUBMIT key - This instructs VISION to begin con-
structing a Report Run Control File
which can be later processed through
the RUN Mode of VISION.
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After VISION has processed the RUN
CONTROL NAME, the screen below will
reappear. This indicates that a Re-
port Run Control File has been created
and you may now specify the type of

* report you want.

VISION O* IU. C

REPONT "DE UpTIOS *
*uN t SrciriCATIOMN

RU. CONTROL. hAEa RPII STATUS .. p..;CT
ACTIVITY &. RESIOURICE ANALYSIS REPOTS

U11.9
I  Se lect%*-' DV So.ting'ProJe~t4tltt [r. t Coopt

l
'

l h

'ONEN C a cew61S% iColt A[lis,'

REFERENCE REPORTS

0ile flY 1i~.2,3Ail) Project Accewtig 1

SRPILE REPORTS

XY Data P. (Nione)
SCIho4.1u . R | lepor t plot

ft. Control F.10 IN60)

6. Enter Report information -Q Following STATUS (Temp,Pertn
(Match the numbers at the enter a "T" or a "P". Refer to
right with the screen page 4-21 of Section 4.3, Step 6,
above) Item 1, and the note at the bottom

* of the page for an explanation-of
I'T" and "P".

- ®) Press the TAB key twice and enter
a "Y" following Eroject Activityl

7. Press SUBMIT key - This will establish a Run Control
File designed to generate an activity
report.
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6 Following Step 7 the screen below will
appear. This screen allows you to
specify the options you want for your
activity report. (VR 3.7-19, 20)

NOTE: Go to Step 8a if you wish a full
activity report. Go to Step 8b
if you wish an abbreviated activity
report. After completing either
step 8a or 8b, go to Step 9.

VISIO ......... enUiEcr
• A .TVITY UEPT FIA1 WTICNS

REPORI TITLE OFL CTIVITY EtOI

PROJECT DESCRIPTION
REPORT NOTArI _

REPORT INCLUDES
Ear. Itart' I E*Vlt F".sh.". X Late St..t' Late Finss

f
te

Tot.. Float' F PYeot' I Calendo, 0' X % Complete, X
tztt None' X OtglnaI oDe~rtte.,, X Roia.n.nq Dewatio.,

D2. .1ten x ACtt ttq Cod , I Constraint DOtei? X

DATA INCLUDES F01iFI. Polttl(P). or NenetNi
P..dt.ele. Data A Att.qNeReso..ce Data F

8a. Detailed Activity Report - Q Enter a[REPORT TITLE]. Type in
Enter Report Options a title appropriate tc your report
Information (Match the i.e., "FULL ACTIVITY REPORT".
numbers at the right
with the screen above) 2 Press the TAB key twice. Notice

that the project description you
entered back in your project di-
rectory has been inserted by VISION.
enter a [REPORT NOTATION] if you
wish to include additional informa-
tion in the heading of your report,
i.e., "REPORT #1".

O Press the TAB key onc and enter
an "F" following the LHEADING
field.

Leave the remainder of the fields
at their default values and pro-
ceed to Step 9.
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0

Evnte Report ...t....... mp ... m t b

InCTrmation MaFOKchAT OTIONS

"EIWT TITLE 0ASREIA7RJTVJTV 4TIM

PtOhECT DESCRIPn 
t hpRPEPT NTION IMTATIOT ifyouwis

HEADINGS FuIF). N.." I@ Date Clue LaTiona iTo

EEPORINCLU L

Freq Flat' e Crte CTA Le once nNActivntv NaoI Original D "F"tt..? f.anin gt DDIttNGS-
Do.cnlptten' Actl~ktq Coees i Cen.tl.tnt Dat.?T

DATA INCLUS 1AB tt. he. .R NneSNI
P..S .. 6! . aa Attc t/ftasR~e.- Data

Successr Data

8b. Abbreviated Activity Report - sEnter a [REPORT TITLE . An ex-
Enter Report Options ample title might be "ABBREVIATED
Information (Match the ACTIVITY LISTING."
numbers at the right with
the screen above.) 9 Press the TAB key twice. Notice

that VISRON has inserted the pro-
ject description from your project
~ rectory for you. Enter a
EPORT NOTATIONI* if you wish to* include additional information in

the heading of your report, i.e.,
"IREPORT #1."1

P ress the TAB key once and enter
an "F" following the [HEADING

* field.

TAB to the [REPORT INCLUDES:]
section and enter"N" in all
fields except LActivity Name]
and [Descri pti on?]

When the cursor advances to the
[DATA INCLUDES3 section enter "N"
in all three fields.

9. Press SUBMIT key -When VISiON has processed and accepted
the Report Run Control File, the screen
will reappear and the file is ready to
be processed in the RUN Mode
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10. Run the Report File Complete Steps 10, 11 and 12 pre-
viously presented in the Section
GENERATING A NETWORK. Run Control
Files, regardless of their type, ar
always submitted in the same manne.
in the RUN Mode. Step1l should bE
done if the user wishes to check t
processing status of his report.

!• 11. Check processing - Refer to page 4-23, Step 12.
status (optional)

If you wish to continue working with
VISION, do not Exit or LOGOUT. Pro-
ceed to the appropriate sub-section.

0 12. Exit VISION and - Refer to page 4!18, Steps 24, 25 and
LOGOUT 26.
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4.5 PROJECT TAILORING

Once the PM has established his individual Projiect model on

the VISION system he can put the automated project management system in

motion by completing the following activities:

* Make the necessary changes to the LCMM so that
it is "tailored" to suit project requirements.

00 Establish an individual project schedule.

These activities will establish project activities, schedules

and activity interrelationships. The end result will be a tailored pro-
40 ject that is easy to access, report on, review and manage. These activ-

ities are also equally applicable to projects already in progress.
Implementation of these activities however, presumes that the near-

term planning of the project has-been done as discuss-ed in Sectilun 2

0 and an LCMM has been established on VISION.

All projects will have individual differences, and as a conse-

quence, the sequence of actions described below represents a methodological

approach as opposed to a "cookbook" approach to tailoring your project.

In actual practice, activities may be modified, added or deleted in any

order so long as the logic of the final network is intact. As mentioned,

the network logic can be examined automatically by VISION when the Ipro-

ject is scheduled. Generally, individual project differences will be the
result of the structure and content of information in the projiect model,

not the manner in which this information is inputted to VISION. As the

user becomes more familiar with the VISION system, he may discover his

own particular style, such as making all activity deletions first, then

modifications, and finally additions.



S ***TAILORING THE PROJECT***

As the LCMM network is examined and reviewed, the process

of near-term planning and tailoring the project will have begun. Re-

gardless of the Phase you are in or the number of Phases you are usinq in
in your project model, modifications to the LCMM will undoubtedly be
needed and are integral to efficient Project management. Once these
modifications are made on paper, the VISION system can be given the
appropriate data to construct the new project network, calculate new
schedule dates and reflect all activity changes. To enact these changes
on VISION, the user should come to the terminal prepared with the
following actiivty information, as applies to his project:

0 The activity name (I-J node) for all activities
that are to be deleted.

00 For activities or milestones that are to be
modified, moved or added:

1. Activity name

2. Calendar (most activities are on
* calendar #1, government)

3. Code (which identifies the department,
function and keyword) See Appendix E.

4. Description

5. Duration (in working days) NOTE: Durmmy
activity and milestone durations = 0

6. Constraints (such as "finish no later than")

* An activity name for each dumm~y activity required
to reestablish the network logic after changes.

Armed with this information, the LCMM or individual project model can

easily be tailored. The VISION system will even check the logic of the
new network and locate errors before producing plots or reports. For the
purpose of illustrating VISION processes, example activities from the

tailored network described in Section 2 will be used. Please note that
each project will be different and will require different changes; these

are only examples.
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ACTIVITY MODIFICATIONS ---

1. LOGIN and Access - This procedure was originally presented
VISION in Steps 1 through 7 of Section 4.2, page

* 4-7 to 4-9. If you are already working
in VISlON, go to Step 3.

2. Access your project - Complete Steps 8 and 9 of Section 4.2,
pages 4-10 and 4-11.

* 3. Press DATA key - This allows access to the DATA MODIFY
Mode of VISION, which allows changes
to a project to be made. You may
remember the screen below; it was
used previously to modify the pro-
ject directory on page 4-3.

4. Enter "Y" following - The cursor will appear on the line
following ACTIVITY DATA? You

ACTIVITY DATA simply need to enter a "Y" as shown
in the screen below.

V IS O N .PROJECT
DATA MODIFY MODE OrTION3

CHECK DATA T0 MODIFY

Activity Data? Y
Activity Resource Data?

* Activity Cost Data?
Resource Library Data?
Activity & Resaurce

Code Title Data?
Project Calendar Data (1,2,3)?
Project Director4 Data"
U~er XV Data
Summary Barchart Data?

5. Press SUBMIT key - This will cause the I-J Activity Data
Modify screen (on the following page)
to appear.

Information related to the examples
used in this section was sumarized
'n page 2-14.
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ADDING ACTIVITIES

Vista" PPMOJCT

I-J ACTIVITY OATA ISUPY~

ACTIVITY: Ns" Calendar sti-31 - Code
DIlR|PT la*

DURATION: Original - .alng - 3 Povcemt Cemplet. -
CN TRAINTS: Early: Type _ te _ Late: Type _.Date

EF FLOAT Le LF

PrmmCsDom (Affo.te Start Flay. Mode NO . Total Float) SUCC 9

Neat Actvltg Uee ACT. ACT l. ACT COST Femtieo Rol -

6. Press CONTROL key and
• W key together This will cause the title of the* f~ kytoete screen to chanqe to:

I-J ACTIVITY DATA NEW]

This screen is shown on the following
* page. The remainder of the screen

will be unchaned. This screen allows
new activities to be entered into
VISION. Modifications to a project
can be made in any order, however,
by adding all new activities first

* the user avoids repetitious changing
of VISION modes. (VR 3.1-12)
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t-J ACTIVITY DATA li

ACTIVIIV" K ~ l) EM Clvndtr 4141-30 411 Code 1it ASO 155P 1110

mfCsIcPIION 4 (VALUATE OIIMI , $PUES
AUR&IIION Olil il ._..Qj.D Ol. iIog - P tv...1 C..,lot. -

COA SRAINTI" Earli: Tp. O.tD _ L6.- Tp. _ Doate

1F FLOAT Le LF

PEDECEBUIIs WAf,.t. Utri Flt. Nod Nibe. To60 1Ii1 EUCCSSSolI

H.it Ati.l Out. ACT. ACT 55., ACT COST F-tI.. ell - 1

7. Enter new activity - Using the changes made to the example
information. (Match the project in Section 2, page 2-14 , refer
numbers at the right to the activity, "EVALUATE OPERATIONAL

* and below with the SPECS". The data for this activity is
numbers in the screen represented at the left. Your added
above.) activities will be different. As you

enter each piece of information, the

300020 300024 cursor will automatically advance to the
next data field. (VR 3.14-14, 15, 16,

(D 17 and 4.2-4)

1 (D Enter the new activity I-J node.

) Enter a calendar type of "1" unless
otherwise directed by MISD. A cal-

ASD ESSP TBOO endar type of "1" indicates the
--- Agovernment calendar is to be applied

0to this activity.

EVALUATE OPERATIONAL SPECS ) Enter the activity code for depart-
ment and function. (Refer to VISION

9 Code Title Library in AppendixE
for acceptable codes.)

_3OD () Press the TAB key and enter an
activity description of up to 50

characters in 
length

(1) Press the TAB key and enter the
activity duration.

* 8. Press SUBMIT key - VISION will enter your new activity
into the project and the screen will
cleair to allow entry of the next
activity.
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9. Enter all other new - Using the procedure in Steps 7 and 8,
activities enter all other new activities. (In the

example project, the activity "EVALUATE
SOFTWARE SPECS" and two Dummy activities

* would also be added.

ADDING MILESTONES

10. Enter new milestones - Milestones may be added in the same
* manner as activities. However, the

data will be somewhat different. The
following Milestone is for example

MILSTN EV purposes and was not part of the
earth mover project. (VR 4.2-2)

SThe I node for a milestone will
always be entered "MILSTN." The J

1node should correspond to the event
number where the milestone willo) appear.

* MLSN MLSN (9 Enter a calendar number of "i".

a (3 Enter both department and function
code as "MLSN" and press the TAB key.MILSTONE DESCRIPTION

•- -- - -( Enter the milestone description and
press the TAB key.

__OD ( Enter "0" days duration. Milestones
(3) will always have zero duration.

0 11. Press SUBMIT key -VISION will enter the new milestone
into your project model.

12. Enter all other - Using ...e procedure in Steps 10 and

milestones 11, enter all other new milestones.

0 *NOTE* To add Dummy activities, use the pro-

cedure described in Steps 7 and 8,
entering a new I-J node. Input the
activity information as shown at the

CODE - -DUMM left and press the SUBMIT key.

DESCRIPTION = DUMMY

DURATION
Original: = 0D

Remaining: = __0D
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DELETING ACTIVITIES

13. Repeat Steps 3, 4 and 5 - This process will recall the I-J
Activity Data Modify Screen that
appears below.

ACTIVITV NlO- C.O.
VIESC0IPgln o C.Iln4., 0(1-2 C

COS JRAINIS Eariq Tqpe Date Lao , p lip
EF FLOAT LI PF

FUEDCESSS CA#ffets Start Fl. , doe t l . le.to 11KCCEU1ORU

most Activit, cUlo ACT. ACT W3. ACT CO1T pusettjg RV) U im

0i

14. Enter activity I-J node - The cursor will appear at the bottom
right corner of the screen in the
first blank position following:

* NEXT ACTIVITY (Use ACT...key)

Q Enter the 6 digit I node, then the
300030 300040 6 digit J node of the activity you

wish to delete. (VR 3.4-13) In the* 0example from Section 2, the activity,
"PREPARE DEV. TEST PLANS",

was deleted. The I-J node for this
activity, as it would be entered, is
shown at the left and in the screen
above.

0
15. Press ACT key - When in the DATA MODIFY Mode of VISION,

the ACT key performs the function of
calling to the screen information re-
lated to individual requested activities.

* (VR 3.1-13)
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PAO.ECg 1 11

A. .... .. o.. ........ .. ... C.-

OF 'C" Ir O N _%Jl ETEST 11MDURATIO ........ __e - , ... , _ 1,;;1.1_ :,. --
CONSTRAINTS Ee"II T. " t. -_ LTV..l L..
te EF FLOAT LO

PrEOECESSMU S IAfV.t.. t t N Flat. Med o.. Tal Vial) UJeCasums

20

Namt A-tSIIt UeA ACT ACT ... l ACT COST FUI.ut ..T $let I "'I'"

16. Remove the activity - After requesting the activity in Steps

* I-J node 14 and 15, the screen will display the
activity information in the same for-
mat as in the screen above. Notice
that all data fields are brighter,
indicating that these fields can be
modified. TAB the cursor to the first

* digit of the I-node and, using the
space bar, blank out both the I and

J node at the top left of the screen.

17. Press SUBMIT key - VISION will attempt to modify the
activity. When blank I and J nodes

0 are encountered, VISION will delete
the activity from your project model.

18. Delete all other - Using the procedure in Steps 14 through

activities 17, delete all activities which have
been determined to be unnecessary or

*not relevant to your project.

- In the example project, the activity,
"CONDUCT DEVELOPMENT TESTS" would also
be deleted.
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MODIFYING ACTIVITIES

19. Access the activity - The same procedure presented in Steps
to be modified 14 and 15 is used to access an activity

to be modified. Simply repeat these
two steps. Two example modifications
from Section 2 will be presented here.

* In the first example activity, "UPDATE
MANAGEMENT PLAN" the description and
duration have been changed. The second
example activity, "SOLICIT DEVELOPMENT
OF DESIGNS", has had the description
altered. (VR 4.2-6, 7).

ACTISJ - ode PH WC T101

MOITI' Orion IM 01 P... CompneLte. 0

CINDIAINTW t.Il,: lr W,.62 . P. TP. __Dot -
IlT FLOAT eL

P DEDECEBO u ,A4ftCt sta% Flat. Red, Now. Total rlo o WC 0

N..I AkIlvit, Tull AC . ACT PER. ACT COOT FIVWSI. . 1 M )LOIlO 3000

20. Referring to the numbers EXAMPLE 1:
at the right, modify O()TAB the cursor to the first character
the activity of the Activity Description field.

Enter the new Activity description.

PREPARE AND PUBLISH MANAGEMENT PLAN

(DTAB to the DURATION: Original field,
_10D press the space bar once and type a

"10".(ten).

S(TAB to the Remaining field, press
the space bar once and enter a "10"

__ID (ten)
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21. Press SUBMIT key - After submitting, the screen will re-
appear with the modifications and should
look like the screen below. If not, re-
peat Steps 19 and 20 to make corrections.

Islam............................ MEI

1J -ACTIVITY DATA MOIFY I

A C T I V I T Y n a e m m yi I C l e n d a r 1 1 -2 1 I C e d e P H D DC T 1111

OLIAT it"! oriinal8 __W apowi., _ Loi+ Percent C;;Wift.C M INAINT : t. i : T p . 04 Lae I %-.te Tt. ___Date

El FLOAT LO LF

PREKCESOMS A Crpeete Uet-0 Flag, ide NWe. Tot'l Plant, sUCE uI

N..t Aet11t4 u ACT. ACT E1. ACT COST FenctlIe 9 300010. J 2_0

0 22. Modify all other - Using the procedure in Steps 19 through
activities 21, access all activities requiring new

I-J nodes and make the necessary changes.

EXAMPLE 2:

* In this example activity modification,
the description," SOLICIT DEVELOPMENT

300010 300020 OF DESIGNS", has been changed.

(D The activity should be accessed using
the I-J node that appears in the screen

* above and pressing the ACT key.

SOLICIT DESIGNS OF DEVELOPED SYSTEMS
'.)TAB to the F9SCRIPTIOtJ field, and
enter "SOLICIT DESIGNS OF DEVELOPED
SYSTFMS". Then press the SUBMIT key.

23. Review Activity - At this point, you have completed the
Changes (optional) tailoring of your project. You may wish

to review the changes made to your pro-
ject before a schedule is computed. To
do this, simply press the DISP key.(VR
3.5-1, 2, 3, 4 and 4.3-1) When the Dis-
play Mode Options screen appears, type a
"Y" and press SUBMIT. (VR 3.5-3) The I-J
node of the first activity to be reviewed
should then be entered at the bottom of
the I-J Activity Data Display screen and
the ACT key pressed. VISiON will then
display the activity. Repeat this process
for all changes you have made. If you
find errors, repeat the appropriate
steps in this subsection to correct them.
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*IMPORTANT* Before a network plot or activity report
will reflect your modifications, a new
project shcedule must be calculated as
presented in Section 4.3.

If you wish to proceed directly with
the calculation of a schedule, proceed
to page 4-20, Step 3 of Section 4.3.
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4.6 PROJECT STATUSING

Project statusing provides a methodology and tool for indi-

cating project progress, making project changes or a combination of the

two. Primarily, it is the periodic and regular maintenance of an on-

going project data base. Keeping a project updated serves two basic

purposes:

9 It provides the capability, for the PM
to generate accurate and current information
on the status of a project.

* It reflects project changes or modifications
as they are made, eliminating the "that's the
old version" problem.

Only the PM can determine when and how often a project

should be statused. For manageme1t and time conservation purposes, he

may wish to update only when several changes have accumulated. How-

ever, for reporting purposes, updating will be more critical. In

general, it is suggested that changes be inputted as they occur, i.e.,

activity additions deletions and modifications. Progress statusing

will be determined in part by reporting requirements and the manage-

ment of needs of the PM.

The process of statusing a project involves inputting, into

M the VISION system, project modifications and activity progress. Activity

modifications were presented in Section 4.5. As always when working with

VISION, all input information should be prepared before going to work

on the terminal. All changes can be made through the Data Modify Mode,
-o and again, it is suggested that each activity change be reviewed through

use of the Data Display Mode. When all changes have been verified for

accuracy, a scheduling run should be processed before an attempt is

made to produce any reports or plots.

7/
See page 4-46, Step 23.
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Section 4.5 presented all the necessary steps to input

project modifications and will be referenced in the following sequence

* of activities. The examples used here to present the statusing pro-

cess are summarized on pages 2-25 and 2-26.

0
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PROJECT UPDATING

1. Login and access VISION - Complete Steps 1 through 7 of
Section 4.2, page 4-7 to 4-9.

* 2. Access your project - Complete Steps 8 and 9 of Section 4.2,
paqes 4-10 and 4-11.

3. Enter all project - Using Section 4.5, refer to each
* ,modifications portion as appropriate, to enter

all activity deletions, additions
and modifications.

4. Determine how activity - Three basic ways to report prog-
* progress is to be ress are as follows:

entered

9 Enter the remaining duration
of an activity and VISION will

* calculate the precent complete.

* Enter the percent complete of
an activity and VISION will
calculate the remaining duration.

e Enter both the remaining dv'ra-
tion and percent complete.
(VR 4.18-1, 2)

5. Access the activity Refer to Steps 14 and 15 on page
to be statused 4-43 in Section 4.5
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0 6. Enter activity progress - Two example activities will be presented.
(Match the numbers at
the right with the EXAMPLE 1:
screen below) The first activity to be statused is

"PREPARE AND PUBLISH MANAGEMENT PLAN".

O0 TAB to the [RemaininJ field, and
enter 0 (zero) days remaining to

1 complete the activity (since this
activity is complete).

In the [percent Completefield, enter
100 in the number "100".
2 NOTE: It is not necessary to enter

data for both 1 and 2 . If
either are input, the other
will be calculated by VISION.

ACS 17NOV82 Q Following EONSTRAINTS: EARLY: Typo ,
enter "ACS", meaning actual start date.
Then enter the date the activity

3 started.

NOTE: If activity has not been com-
*i pleted, go to Step 7.

0 Following the [CONSTRAINTS: LATE: Type]

ACF 26 NOV82 enter"ACF", meaning actual finish date.
Then type the date the activity was

4 finished. For finished activities be
sure to enter "0" (zero) remaining
duration or "100" for percent complete.

The statused activity should appear as in the
screen below:

C%~ c~vr JDAJA ...... ................ PROJECT R4AN........ *..................,.

ACTIVIVY N... ?Wj? X |i jV 1 Calerindar 1-3' - Code " X IRO

WDSCP IPt Tood 'RE PAW ANP PtQW NAG)MAU= P A ...
COIR|AINIS f.l I p&A At$5Dote 0JANK Let. : 1A M' Dt. y-j

FP FLOAT LS 1F

PREDECES(TR iAP#tte Start Flog, Node Nd'o, Total FleetI IN)CCE090"Sq

Meet Altlltj III. ACT. ACT E. ACT COST F.ti.. IA,)
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* 7. Press SUBMIT key - After submitting the screen will
reappear for review.

8. Access and status all Using the procedures in Steps 5 through
other activities 7, access all activities to be statused

and enter the appropriate information.

EXAMPLE 2:

This activity, "SOLICIT DESIGN OF
DEVELOPED SYSTEMS" has been started and
is 50% complete. After accessing the

* activity, enter the information as follows:

50 0 TAB to the Percent Complete] field,
Q and enter the number"50"

ACS Date 30NOV82 () Enter "ACS" in the [CONSTRAINTS:
EARLY: Type field and the date

0 the activity started.

9. Calculate a - Complete Steps 3 through 10 of
Schedule Section 4.3, pages 4-20 to 4-22.

After completing project statusing and scheduling run, a

scheduling report will be produced which will report on the network

iogic. If errors are found, i.e., a loop in the network or an activity

with no predecessor, the user should correct the error, re-enter the

Data Modify mode, make the correction(s) and re-calculate the schedule.

There are no limitations on the number of changes that can be made

or times a project can be statused.

As you can see, project statusing is basically a subset of

the processes described in Section 4.5. Project statusting is included

as a separate subsection because tailoring will normally be required

less frequently, while statusing may occur on a weekly basis.
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The PM now has all the information necessary to use
VIS1ON system for the day-to-day management of his project. The

following paragraphs will describe procedures for creating executive

level reports which are normally required on a quarterly basis and/or
at each project milestone.
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* APPENDIX A

DEFINITIONS

DEFINITIONS

Activity - An unique and discreet action or effort that con-
sumes resources and is integral to the process of
ADPES acquisition. Beginning and endini points
are indicated by events or milestones.

0Activity - In VISION project models, the activity information
Code which identifies the department, function and key-

word associated with each activity. See Appendix E.

Activity - (1) In VISION, a 50 character or less state-
Description ment of action to be taken.

(2) In the Task Two report, a brief explanation
or compilation of information pertaining to an
a cti vity.

Activity - In VISiON, two six-digit numbers that uniuqely
*Name identify an activity within the VISION network

and indicate the location of the activity in the
project network. Also referred to as the I-J node.
See Figure A-i.

Activity - A VISION produced, listing of project activities
*Report and related activity information.

Constraint - A life cycle management or VISION imposed finish
or start date or, delay time on any particular
activity or the project as a whole.

Critical - The sequential connection of those activities
Path with the longest durations that determines the

minimum project duration. Total and free float
along this path is equal to zero. See Figure A-i.

Dummny - An activity which involves no work effort, but
imposes a logic constraint on a project. See
Figure A-i.

Event - A point in time that specifies the start and/or
completion of a work effort/activity and consumes
no resources. See Figure A-i.
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* DEFINITIONS (Continued)

I-J Node - In PERT and VISION networking is usually two
numbers referring to the events located at the
start and finish of an activity, respectively.

* In VISION the I-J node of an activity is also
called the activity name. See Figure A-i.

Individual - A LCMM that has been tailored to reflect the
Project Model uniqueness and specifics of the individual pro-

ject in such a wa> as to meet all life cycle
* requi rements.

Life Cycle - The PERT networking of events, milestones and
Management activities, which serves as a guide to ADP system
Model acquisition.

Life Cycle - A MERADCOM specific ADPS acquisition system
0Management composed of a life cycle management model,

System and the PIMS. See diagram and explanation on
page 1-2.

Milestone - An event, further highlighted for management pur-
poses, to identify the start or completion of an

* activity or series of activities of particular
importance or interest. See Figure A-i.

Mode - In VISiON, defined as a subset of VISION operating
features, presented through a unique grouping of

* screens.

Network - The graphic organization of activities, events
and milestones into a logical arrangement.

PERT - A method of network representation in which the
Network activity is depicted by a line between two nodes.

The nodes represent start or finish points of
activities. The nodes normally have numeric codes.
The activity is thus identified by the two numbers
associated with the starting node and the ending
node. See Figure A-i.

Predecessor - Also referred to as I node. The number of the
Number event that defines the beginning of a particular

activity. See Figure A-i.
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* DEFINITIONS (Continued)

Successor - Also referred to as J node. The number of the
Number event that defines the finish of a particular

activity. See Figure A-i.

Tailored - Same as project model.
Model
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* APPENDIX C

THE LIFE CYCLE MANAGEMENT MODEL (LCfl)

C.1 GENERAL

The purpose of this appendix is to provide the PM with

information concerning the LCMM developed by the Management Information

Systems Directorate (MISD).

Army-wide guidance concerning acquisition life cycle manage-

ment, in the form of regulations, supplements, and technical bulletins

is voluminous, and at times contradictory, vague, or confusing. This

* has been the result of a new approach to the management of ADPE acquisi-

tion system programs. MERADCOM has addressed this difficult problem

by consolidating existing guidance into a MERADCOM LCMM. This model

is tailored to specific ADP acquisitions. Further, the use of this

* model has been facilitated by programming it into the VISION system

which provides a wide range of automation capabilities.

It must be clearly understood that the LCMM and the auto-

mation of the model does not relieve the PM of any decision making

responsibilities. The events, activities, and milestones which depict

or portray life cycle management provide a framework to aid decision

making. This framework of a standard or classical life cycle manage-

ment model may be used for any project and greatly reduces the work-

load associated with developing a project acquisition strategy. The frame-

work provides all known requirements and the interrrelationships among

these requirements. It is a given that many of these requirements

may not be applicable to any specific project. However, proper use

of the framework will ensure that the planner doesn't overlook essen-

tial requirements or the often subtle interrelationships that could

result in scheduling slips, test deficiencies, redesign, cost overruns

or inadequate logistic support. In essence, the framework guides the
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* planner by showing what decisions must be made and in general when

they need to be made, e.g., does a listed requirement pertain or not

pertain to the specific project, or is it a requirement two years

away which need not be addressed at this time.

C.2 APPLICATION AND STRUCTURE OF THE LCMM

The ADP Systems acquisition model, while covering the entire

* acquisition process, is divided into five phases corresponding to the
phases of the life cycle process. (See Figure 2-2, page 2-5.) The

ability to append phases to meet the specific needs of each project,

and thus form a single unique model is a distinct advantage. By

* analyzing project requirements, the PM can coordinate with MISD to

obtain a project model that, to some degree, is already tailored.
It is important to note, however, that PM's must exercise professional

judgement in this decision as well as all tailoring decisions. The extent
* to which an individual project model conforms to the LCMM depends on

the specifics of the particular program. Where appropriate, use the

standard, where details are known use specifics, fine-tune and continue

to status accordingly.

The model develops, in sequential order, the activities and

milestones involved with those ADP Systems acquisitions designated

for life cycle management. From the point of identifying a mission

need to delivery of the system, there are approximately 100 activities

and milestones. These have been developed into a network which iden-

tifies all interrelationships among the activities and milestones.
A visual presentation of a network, as shown by a VISiON-generated

network plot, is at TAB 1 of Section 2.

NOTE: The example at TAB 1 is only a portion of Phase III of the LCMM.

In essence, the LCM forms a roadmap guide to the acquisition process,

and with professional judgement is a valuable aid in the planning,

scheduling and control of an ADP System acquisition project.
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* APPENDIX D
WORKING WITH VISiON

This appendix is supplied to minimize time and effort and
* increase success on the VISION system. The VISiON Project Information

Management System is a software program that is user friendly and does

not require a knowledge of sophisticated computer languages. Informa-

tion input and output options are presented through for-matted screens

* which identify these options, highlight data entry fields, and use the
standard English language. However, the VISiON system, like any other
software package, operates within limited parameters, will occasionally
demonstrate "quirks" or "bugs," and is not totally protected from user

0 error. To employ the VISiON system effectively and avoid these pitfalls
the user should become familiar with the VISiON User's Guide and be

aware of the following points:

* Data should be prepared prior to working on the
terminal. This will minimize errors by enabling
the user to concentrate on working with the system.

* Data fields are highlighted, and usually underlined.
As the user enters data, the system will auto-

* matically advance to each successive data field.
This essentially prompts the user for the correct
information.

0 VISiON provides written prompts and error messagis.
When an error is made the system will generally

(9 point out the error by placing the cursor in the
data field where the error occurred and by providing
and error message in the upper right portion of the
screen.

The VISION system is organized by mode. To schedule, the

Schedule Mode is used, to display data, the Data Mode is used, etc.

In most cases, first time users will be somewhat confused by the
screens and sequence of their appearance in the various modes. An
understanding of the screens available in each mode will reduce
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* this confusion. Pages 3-11 through 3-18 graphically present all VISION

modes and screens, and further information is available in the VISiON

User's Guide. Remember, a screen is not immiediately available if it

belongs to a different mode than the one in which you are currently

* working.

When errors occur, the error message that appears on the

screen can be cross-referenced in Appendix A of the VISION User's

* Guide for further explanation. Most errors occur when data is either

inappropriate for the data field, when more data is required or when

the user attempts to command a VISION function that is not available.

For convenience to users of the VISiON system, this appendix will

* present some of the frequently encountered problems and some sugges-

tions to solve those problems. Not all problems can be anticipated,

but these suggestions should make the user's time on the VISION system

more productive. The organization of information follows the same

* basic sequence the user will follow when establishing and working with

a project.

LOGIN PROCEDURE

0 Be sure all information is entered, separated by
commas, with no blank spaces. If you make an error,
re-enter all information.

* The RETURN key is used to submit information prior
* to the accessing of VISION. Do not use the SUBMIT

key.

TAILORING THE PROJECT

0 When accessing any particular activity for display or
modification, the ACT key is used. The SUBMIT key
is used to command VISION to process the changes.

* If you submit new or modified activities and realize
there is an error or incomplete data, simply reaccess
the activity, make the corrections, and resubmit.

D-2



* * If you mistakenly delete an activity, locate the
information for that activity on the detailed
activity report and reinsert it into the project.

0 Occasionally you will press the SUBMIT key and nothing
appears to happen. DO NOT RESUBMIT. The time it takes

* the system to respond and process is variable. Be
patient, if processing is not completed in the amount
of time consistent with previous processing, notify
MISD.

* When you misenter data and submit it, generally VISION
* will give you the opportunity to review the data and

change it even after it has been submitted.

0 If you misenter data, but have not submitted it,
simply press the backspace key to clear the incorrect
data then re-enter the data. If the error occurred

* in a previous data field, use the B-TAB key until
you reach the proper field, then re-enter the data.

0 If you press the wrong mode key, no special correct-
tions are required, simply press the correct mode
key and VISION will access it for you.

0 Should your project become "locked" (which means it

is inaccessable), use the following procedure:

1) Type "UNLOCK, your project name, VISION."

2) Press the RETURN key.

0 Should the keyboard lock, do the following:

1) Turn the terminal off, then back on.

2) Type "FULL."

3) Press the RETURN key.

PROJECT SCHEDULING

* When entering run specifications on the first schedul-
ing mode screen, DO NOT CHANGE THE START DATE of
your project in the Schedule Date field. This will
cause errors in the VISION calculation of schedule
dates.
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0 Be sure to put a "Y'" after the Additional Scheduling
Run Information. This will ensure that you will get
a schedule report.

0 If you should realize you have made an error or wish
to change one of the scheduling screens, press the

* SCH key, enter the RUN CONTROL NAME of the scheduling
run and, using the SUBMIT and NEXT keys, enter the
new information. A Scheduling Run Control File can
be changed an unlimited number of times. It cannot
be changed, however, after it has been submitted until
processing is complete.

GENERATING PROJECT NETWORKS AND ACTIVITY REPORTS

* It is particularly important when generating a plot
to leave the default values set unless you are ab-

* solutely sure about how you want to set up a special
plot. If you should mistakenly change any values,
the original default values can be found on page 4-

9 Generally you will find it more convenient to set up
one permanent Run Control File for each of your most

* commnon runs in the Schedule, Plot and Run Mode.

0 Be sure to specify the printer you wish your report
or plc- to be printed on. If you do not, the system
will automatically print your output at the computer
center.

STATUS ING

0 Do not indicate an activity in the network to have
started unless all predecessor activij,,ies are com-
p1lete.

* Inputted dates should be accurate, otherwise the
calculated schedule may be misleading.

* If an activity is 100 percent complete, be sure to
enter an Actual Finish Date (ACF) to avoid schedule
errors.

GEN ERAL

0 If you become lost or you have inadvertently requested

a screen you do not want,. you can usually re-establish
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* your location or start over by pressing the Next
key.

Remember, the expertise in the VISION system resides
at MISD. This directorate can provide support and
answer most questions.
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APPENDIX E

VISION CODE TITLE LIBRARY

The purpose of this appendix is to present the VISION Code

Title Library and provide an explanation of its use in the coding of

project activities.

The VISION Project Ii.,ormation Management System is equipped

with the ability to code each indi .dual activity or milestone. The

coding of activities and milestones serves two basic purposes.

0 Provides additional information on activities
and milestones.

0 Provides the user with the capability of re-
questing reports and other VISION outputs on
the basis of code.

Figure E-I, which is at the end of this Appendix, summarizes

all of the codes currently available in the master life cycle manage-

ment models. Notice that the coding system has already been established.

The coding system consists of 16 spaces which have been subdivided into

p. three individual code fields. The fields are named DEPT, FUNC, and KWRD

respectively. The fields provide information on an activity or milestone as

follows:

0 DEPT - Indicates the department/agency responsible
for the activity or milestone.

6 FUNC - Identifies the purpose, function or
general area to which the activity or mile-
stone belongs.

* KWRD - Provides a reference to Army documentation
relevant to the activity.

Notice also in Figure E-i that each code field (i.e., DEPT,

FUNC, and KWRD) occupies a particular number of spaces in the overall
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* 16 space code field. DEPT codes, for example, are reserved for spaces

1 through 4. FUNC codes will occupy spaces 6 through 9, and KWRD codes

will occupy spaces 11 through 14. This format is maintained through-

out all operations and modes of VISION. The 16-character code field

-r is graphically displayed below.

*blank blank blank

DEPT code FUNC code KWRD code

0

When working with a master life cycle management model on

VISiON, the user will find that activities and milestones have al-

ready been coded. For example, one of the early activities in Phase III

is "Evaluate System." The code for this activity would be as follows:

P M E EVA L _ T B 1 4 __

By refering the codes to the VISION Code Title Library, the following
information is provided.

o The responsible Agency is the Project

Manager.

0 It is an evaluation activity.

0 Technical Bulletin 18-114 provides relevant
guidance and information.
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* To work with the VISION coding system, the user should be

aware that the VISION Code Title Library may be accessed for review

through the Display Mode (VR 3.5-2, 3.5-16, 17). To add new codes

to a project, the user should access the Activity & Resource Code Title

Data Modify screen through the DATA mode (VR 3.4-2, 3.4-33, 34, 35).

When working with individual activities or milestones, the particu-

lar :ode will appear in the I-J Activity Data Modify or Display screen

as shown below.

VISIO .... ........ n.. .. :

I-J ACTIVITY DATA DISPLAY:

ACTIVITY: Name 100101 100201 Caleniar oil-3) 1 Code PM EVAL TB14
DESCR IPT ION:AcityCd
DURATION: Original 3 D Remaining 3 1) Percent Cooploto 0 ACtivity Code
CONSTRAINTS: la aI|: Tgpe Date Late: Tipe Date

IF FLOAT LI LF

PREDCESSO]U1 (Affects Start Flag. Node Name, Total Float) UUCCEUNIORSS

Nest Activitg IUse ACT, ACT REn. ACT COST Function Keq)

NOTE: All LCMM activities will have been coded

and these codes will be copied when PM

(Sgenerates a project model. It is recommended that

these codes not be changed. When tailoring the

project model, it may become necessary, however,

for the PM to code new activities/milestones,

" or some cases alter codes when an activity is

modified. For an example of this type of coding

change, see Section 4.5, Project Tailoring.
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